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Preface 


The 'Experiments and innovations in education’ series was launched 
by the International Bureau of Education in 1972 in response to the 
emerging need for information on educational change and innovation. 
The decision, two years later, to set up the International Edu- 
cational Reporting Service (IERS) bore witness to the timeliness 

of this move. While most of the information provided in these book- 
lets is presented in the form of case studies which offer a search- 
ing analysis of educational innovations in all parts of the world 
and in all types of education, it was evident from the outset that 
a theoretical framework would be essential. 

This framework was provided in the present work by Professor 
A.M. Huberman, of the University of Geneva. In it he sums up what 
was known about the process of innovation in 1973, when the book 
was first published. How effectively he does so is demonstrated’ by 
the continuous demand which has now necessitated this thira printinc 
While relying extensively on American sources, the author approache 
the material from a comparative point of view, and shows the need 
for more systematic reporting on innovations from other parts of 
the world. 

This reporting has since been carried out by the IERS over a 
number of years, both in the present series and in the widely cir- 
culated newsletter Innovation. In 1977, Professor Huberman collab- 
orated with Professor R.G. Havelock in producing a major work en- 
titled Solving educational problems: the theory and reality of 
innovation in developing countries. But the latter work, applying 
a systems analysis approach to educational innovation, by no means 
supersedes the present one, which indeed is still an invaluable 
complement.-It may well, as the preface to the first edition put 
it, 'serve as the basis for a valuable seminar in institutions of 
training and research; or provide a more rapid but stimulating 
reading for the administrator who wishes to see more clearly how 
he may strive for qualitative improvements and increased effective- 
ness in his education system’. The author is, of course, 


i i responsibl 
for the choice and the presentation of the facts containe 3 


d in this 


book, and for the opinions expressed in it, which are not necess— 
arily those of Unesco and do not engage the responsibility of the 
Organization. 

If, as the original preface also pointed out, 'the book raises 
more questions than it answers’, the International Bureau of Edu- 
cation expresses here its gratitude to Professor Huberman for his 


invaluable work in orienting, in the meantime, the quest for some 
of the answers. 


James B. Chandler 


Director, International Bureau of Education 
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Introduction 


Only in fairly recent times have we come to look on change as some- 
thing positive, as possibly better than continuity. Even today, in 
a great many circles, educational change is suspect, as something 
unproved and unusual, even indeed dangerous. To change education 
amounts in fact to changing the way parents bring up their children. 
It alters the relationships between adults and young people and 
disturbs the controls the former have over the character of the 
coming generation. It is hardly surprising, therefore, that educa- 
tional ideas, habits and patterns normally change very slowly. 
History shows, in fact, that education is a domain where there 

has almost never been a radical rupture between the new and the 
old. 

The processes of assimilation (taking in new ideas or practices) 
and accommodation (adapting former structures to these new ideas 
or practices) are by their nature slow-and gradual. The very notion 
of innovation is in a sense a conservative one, in that its primary 
function is to make the unfamiliar into the familiar, to graft the 
new onto the old. In education, we are dealing with social insti- 
tutions as well as the adults who work in them, and this strength- 
ens still further the inbuilt resistance to change. Inevitably, 
it seems, the quest for novelty must be subordinated to the desire 
for stability. 

The opposing view is the 'linear' theory of Spencer: that there 
will always be steady progress towards improved schooling whether 
or not we consciously plan to that end. One of the purposes of the 
present study is to examine these propositions. Only in the very 
recent past have social scientists begun to dissect the anatomy of 
social change in order to find out why a certain type of modifica- 
tion is more effective than another, why some changes spread rapid- 
ly and others slowly, what are the resistances to change in human 
affairs and why particular strategies for changing institutions 
succeed or fail. In the course of this study, we shall try to 


answer some of these questions, and present evidence to help in 


“the solution of others, as they apply to education. 


The first three chapters deal with what change is, where it 
originates, how it is brought about, who is involved and in what 
context, where it happens and why it happens so infrequently. The 
second part examines the factors which determine whether and in 
what form changes can be introduced; the characteristics of inno- 
vators, innovative systems and resisters; the different ways of 
planning change, and the problem of evaluating innovations, We 
shall approach these questions both from the point of ECW of the 
people who are being changed (adopters, 'target public » teachers 
in an institutional context) and of those who are doing the chang- 
ing, the so-called 'change agents’. 

The vastness of the subject and the diversity of national cul- 
tures preclude any possibility of making blueprints or formulating 
laws describing how educational changes come about and how we can 
accelerate change. We must be content for the present to look 
closely at the elements aiding or hindering new developments in 
education, rather than attempt to design elaborate models of the 
Process involved. There are four general points on which a great 
deal of work needs to be done in different cultural and political 
systems if we are to understand that process better. 

1, There are ways of identifying and de 
as it appears in individuals, 
education. We are beginning to 
schools, change encourages and r 


operation whereas, in others, it encounters resistance. We also 
know that school Systems, like all human or ‘open! 
have a drive to Maintain o 

vailing drive to improve a 
which determine 
It is possible to 
innovation will be 
cipal variables are y of the innovation, its cost, 
communicability, o parts, the nature of the 
relationship between the source of change and the persons being 
helped to change, 


h and the congruence between the innovation 
and the environment. 


scribing 'innovativeness' 
in institutions and systems of 
understand how, in certain 
einforces what is already in 


systems, 
rder and certainty and a counter- 


nd innovate. It is these mechanisms 

the response to innovation. 

predict whether and in what conditions an 
accepted or resisted. Some of the prin- 
the complexit 

divisibility int 


3. Since the school system does not normally have the responsi bi- 
lity of evaluating its practices in order to see if changes 
are needed, most innovations come from outside. In consequence 
there can be no assurance that they will be adopted in more 
than a superficial manner. The most durable and effective inno- 
vations are those which the user has internalized; that is, 
which he has embraced because they satisfy his own specific 
needs. This implies that we should begin to use radically diffe- 
rent methods of institutionalizing changes and using outside 
expertise. 

4. The critical factor seems to be not the nature of the innova- 
tion nor its potential for improving learning, but rather the 
adopter's concept of the changes he personally will be required 
to make. Innovations in fact seem never to be installed for 
their intrinsic value. Whenever an important innovation is 
proposed teachers and administrators are being asked to inter- 
act differently with each other and with the students; hence 
the immediate emphasis must be on changing attitudes and only 
later on changing practices or procedures. 

Like education itself, the process of change can only be under- 

Stood with the aid of several separate disciplines. For example: 


Anthropology: study of change arising from contact between cul- 
tures, 

Sociology: social innovations (co-operative activities, patterns 
of household expenditure). 

Rural sociology: spread of new farming practices and materials. 

Mass communication: public opinion formation. 

Social psychology: willingness to accept change (friendship and 
kinship factors, socialization, group dynamics). 

Clinical psychology: personality change, behaviour change, counsel- 
ling and therapy. 

Market research: diffusion of new products. 

Medical research: adoption of new drugs and of new Practices in 
public health. 


Unfortunately, there does not exist an elaborate theory of so- 
cial change which would aid us in linking these different elements. 
In education, interdisciplinary groups of specialists have not 
“yet found a common language, common methods of research and common 
perceptions which would allow them to converge on educational pro- 
blems. Nonetheless, the literature on change in education has grown 
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steadily. Havelock [23], who has producediian encyclopedic sea 
on'diffusion and utilization of knowledge’ - i.e., how ge ie 
knowledge becomes practical knowledge - found less than 5 items 
dated before 1954, but some 500 annually by 1964. The literature 
covers curriculum change, organizational change, the development 
and spread of new educational ideas, practices, roles, nerertals 
and new organizational groupings. The 4,000 entries in Havelock s 
volume included a fairly large number of AMANESEIELVE studies, but 
fewer theoretical studies and very few case histories. 

Practically all Havelock's references are American. If we ; 
discount the anthropological literature on social change in pri- 
mitive cultures, there seems indeed to be a near absence of non- 
American literature on change in education. Recently, some natio- 
nal studies have begun to appear in the publications of OECD and 
the Council of Europe, but the European literature still seems to 
be sparse, while in the developing countries the surface has barely 
been scratched. 

The American literature on innovation in education has several 
limitations for our present purpose. Its language is often highly 
technical; it tends to look at change as an industrial process, 
i.e., a logical and rational development from theory to practice; 
it gives less emphasis to illogical types of resistance to change; 
it concentrates, like the British research in this field, on the 
behavioural aspects of change in 'roles' and interpersonal rela- 
tionships; it often emphasizes and, perhaps, overrates, the impor- 
tance of 'rewards' and 'reinforcement' of new habits in carrying 
out change. Finally, it has tended to neglect the importance of 
the social, historical and political framework in which all inno- 
vations operate. 

It should be remembered that the Anglo-Saxon literature operates 
particular socio-cultural context. Therefore, the various 

models and strategies of change which we shall consider in this 
monograph reflect a limited cultural ran, 
investment in research and 
American change models is i 
countries, Similarly, 
training as a vehicle 


ina 


ge. Clearly, the massive 
development required in some of the 
nappropriate for the majority of 

the emphasis on intensive human relations 
for accelerating attitude change in school 
Personnel may be wholly out of place or even unacceptable in other 
cultures. Case studies from a number of different countries must 
be undertaken before we 


a can examine more scientifically the process 
of educational change in an inter-cultural framevork. 


4 


I Definitions : types, sources and processes 
of innovations 


1. A WORKING DEFINITION: AN INNOVATION IS AN IMPROVEMENT WHICH IS 
MEASURABLE, DELIBERATE, DURABLE AND UNLIKELY TO OCCUR FREQUENTLY 


As Westley [56] suggests, ‘innovation’ is a treacherous term, being 
both seductive and misleading: '..; seductive because it connotes 
improvement and progress, when actually it only means something 

new and different. Misleading, because it displaces attention from 
the essence of the activity involved - learning - to a concern with 
the technology of education.' 

This is well said. When educators write of 'change', they mean 
simply that something has happened between some original time, Tg 
and some later time T], in the structure of the school system, in 
any of its processes, or in its goals or purposes. Putting bars on 
school windows or installing a language laboratory, for example, 
are equally involving ‘something new and different’, Obviously, we 
must distinguish between innovations per se and innovations which 
are improvements. This raises the question of what constitutes an 
improvement in teaching or learning and how we are to measure 
whether the innovation was in fact the cause of the improvement. 

For the present we can say that innovations (a) can only be 
assessed in relation to the objectives of an educational system, 
(b) are generally connected with increased or more indiviudalized 
learning, more professionalized teaching and more refined curricula, 
and (c) involve a corresponding change in the activities and atti- 
tudes of school personnel. Thus, a new seating arrangement in one 
classroom and a major piece of national legislation are both inno- 
vations, though differing greatly in scale. 

Here is a rather laborious but functional definition [44]: 

Innovation is ... the creative selection, organization 
and utilization of human and material resources in new 
and unique ways which will result in the attainment of 
a higher level of achtevement for the defined goals 
and objecttves. 


A further clarification is needed. Do we mean by a change or 
innovation something which is entirely novel or a ag lg vor 
which is new from the standpoint of the Persons using it? Schon 
[49] claims that an act is innovative only if it adds to the sum 
of known inventions. Otherwise, it is only a borrowing or a wider 
diffusion of the original act. In education, however, we are less 
concerned with the invention of new methods or devices than with 
their utilization and their dissemination throughout the school 
system. Most local changes are adaptations of something already 
practised in a neighbouring school. It is therefore the aspect 
of adoption that interests us, the fact that a student, 
administrator or entire school puts into operation a con 
tude or tool which is qualitatively and measurably diffe 
those which were used in the past. We are concerned, 
the process whereby the new product is made available 


through the system and its integrated into o 
tices. 


teacher, 
cept, atti- 
rent from 
then, with 

» is spread 
ther operating prac- 


There is also a distinction between "change' 
The latter is somehow more deliberate, 
than occurring spontaneously [35], 
he spoke of diverting attention fro 
technology. Innovation as a purpose 
realm of social technology, 
combination of means to brin 
ed in the preoccupation of i 


and ‘innovation’ 
willed and planned, rather 
This is what Westley meant when 
m learning to a concern with 

ful process brings us into the 
the devising of the most effective 

g about specific ends. This is reflect- 
nternational seminars with 'the manage- 
ment of education’ and 'strategies of change' on the premise that 


change in education 'can no longer be left to casual initiatives 
by separate groups and persons’ [11]. 


t innovation is a one-shot operation, 
ing a given change installed, 


accepted 
ints here. First, 


deliberate changes of 
possibly because orga- 
and seldom have mechanisms for change 

» as education authorities become interested in 


2. GENERAL SOURCES OF CHANGE AND ENABLING FACTORS 


If it is agreed that innovation is a positive force in education 
and that planning is likely to increase the chances of its diffusion 
and adoption, we must look briefly at the sources of change. How 
are innovations designed and put into practice? What are the motives 
or impulses to innovate? In what conditions are innovations more 
likely to appear? These questions will be scrutinized later. Mean- 
while, let us set out the general parameters. 

What happens? One analyst [56] sees three processes at work. 
(i) Innovations occur through the accretion of small changes: 
introduction of a new textbook, better professional preparation of 
teachers, newer testing and diagnostic methods. As in quantum theo- 
ry, changes are generated slowly but amount to continual improve- 
ment in the system. (ii) The ‘grass roots' theory: the system is 
receiving new ideas all the time and transforming those it is 
ready to assimilate into a new form in keeping with its own norms 
and practice. (iii) Change through policy decision: nothing happens 
within the educational system until a central governmental autho- 
rity decides to adopt a new idea and issues the necessary executive 
orders. All three processes are probably at work in most innovations. 

What are the sources? In studying cultural change, anthropo- 
logists have developed a dichotomy between 'creative change' and 
"deficit change'. This is really another version of the psycholo- 
gist's distinction between tension-producing motives and tension- 
reducing motives, but it may prove useful in classifying the 
sources of change. By creative motives to innovate is meant a 
voluntary and self-imposed desire to change customary usages, to 
reduce the gap between the objectives of the system and present 
Practices, to redefine problems, to recognize new problems and to 
create new ways of dealing with them. A number of ego psycholo- 
gists claim that growth, change and development are motives inhe- 
rent in every organism. According to several sociologists, they 
are inherent in all groups and institutions as well. Put crudely, 
the theory is that we have an innate need to upset our personal 
and organizational equilibrium, to be curious and exploratory, to 
correct unsatisfactory practices, to generate new ideas, to do 
things we have never done. 

Behind this notion may well lurk the American credo of change 
for its own sake, echoes of which were heard at the recent OECD 
workshop on the management of innovation in education [11]. 


The participants, at one point, were unable to ee 
tituted negative and positive innovations. The seminar t = 

ded that 'in a changing society, the capacity to adapt rapidly y 
and continuously to change was itself the desired quality... Inno 
vation was by definition desirable and therefore people ought to 
want change'. [54] Trow argues that innovation in higher education 
comes less from a sense of inadequacy of existing arrangements 
than from boredom with what one has been doing. Change is there- 
fore a break with habit and routine, an obligation to think in 
fresh ways about familiar subjects and reconsider old assumptions, 
It is done primarily for its own sake and secondly for its out- 
comes, 

Deficit motives to change, on the other hand, would be occa- 
sioned by crisis, competition or conflict: student or teacher 
strikes, dissatisfaction of citizens at large or of national 
officials, internal conflicts between administrators and teachers, 
shortages of teachers or facilities, so-called ‘educational emer- 
gencies' such as the American reform of high-school science after 
the launching of the first Soviet satellite. 

Finally, there are a number of factors in the environment which 
predispose educational systems to change. We shall be looking 
later into more specific variables (e.g. size, complexity, finan- 
ces, congruence between practices and values of receivers and the 
innovation). At this point, some of the more general aspects of 
the readiness for change may be mentioned. Miles [37] writes 
of the cultural atmosphere or Zeitgeist in the United States which 
creates specific pressures toward change and applies sanctions for 
not changing. During these periods - generally ones of turbulence 
or impending change in the social system - a 'family' of innova- 
tions develops and tends to stimulate others. Miles gives the exam- 
ple of 8 mm. sound film, which occurred in a setting of high inte- 


rest in educational technology - programmed learning devices, edu- 
cational TV, language laboratories, 


Other pre-conditions may be listed: 


Social institutions will change more rapidly during periods of ge 
neral social changes; increasing public concern for quality edu- 


cation; increasing interest in technological advances; higher 
allocations for research and development; greater affluence; growth 
within the education system itself; the rising educational quali- 
fications of parents and graduates; the growing proportion of the 
gross national Product devoted to formal education, etc. 


the fact that schools as 
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There seem to be two principles at work. First, there is a 
‘critical mass' factor: the amount of new energy or the amount of 
pressure to change which is being generated relative to the total 
size of the system. This pressure from the environment obliges the 
educational system to change far more rapidly than under normal 
operating conditions. Secondly, there seems to be a ‘critical 
threshold', similar to the take-off point in economic growth which 
is reached when a certain proportion of the national income is 
invested over and above the investment needed to maintain the 
population at the same standard of living. Applied to education, 
this, concept requires that a certain percentage of time, personnel 
and finance be devoted to promotional activities ( research 
development, experimentation) that transcend day-to-day operations, 
before a cumulative process of innovation is set in motion. 


3. TYPES AND DEGREES OF CHANGE 


What kinds of changes are in fact introduced into school systems? 
In general, they are of three sorts: 'hardware', that is additions 
to school equipment, such as new classrooms, teaching machines, 
books or playgrounds; 'software', usually in the content and range 
of the curriculum, or in the methods of delivery and reception; and 
as a sub-category of software ‘interpersonal relations' - changes 
in the roles and relationships between teachers and students, bet- 
ween teachers and administrators or teachers and teachers (as in 
team teaching). 

In education, changes in hardware imply changes in roles and 
relationships, since the 'product' of the school system is a human 
quality (children's learning), and the ‘fabrication’ of the product 
is primarily by interaction between adults and children. Lippit 
[28] points out that the innovation and spread of new teaching prac- 
tices must therefore be a different process from the diffusion of 
new developments in agriculture, medicine and industry, where the 
innovation is ‘usually a concrete article - a machine, seed, drug, 
insecticide. In education, most changes involve a different pattern 
of human behaviour, a different way of behaving towards a group of 
young learners. A farmer introducing a new machine need not be 
concerned with the ‘attitude’ of the soil or the seed. In education, 
however, most innovations bear directly on social relationships. 

The fact that educational operations are carried out by persons 

as instruments of change rather than through the use of physical 
technology (tools, machines, operating processes) makes it necessary 
to change basic attitudes when we change behaviours or skills. 
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If new tools are easier to introdu 
Personal relations, we can also Say that an innovation requiring 
individual acceptance (often called ‘unencumbered knowledge') is 
easier to install than one requiring group or widespread accep- 
tance ('encumbered knowledge'). The introduction of a film pro- 
jector as optional equipment for a teacher, for example, would 
be simpler than the introduction of team teaching. This is ano- 
ther way of saying that 'things' 


or 'information' are easier to 
cope with than changes in practice, attitudes or values. This 


proposition is represented in a simple form in Fig. 1 


ce than changes in inter- 


Fig. 1. Time and difficulty involved in making various changes 


(High) 


(Group behaviour) 


Individual behaviour 


( Low) 


(Short) 


~ Time involved 


—— a oe 


10 


In discussing types of change, a distinction must be made 
between how much change is required and what kind of changes are 
involved. Havelock divides the first category into four types [23]. 

(i) Change in size and scope of operations - requiring outlays 
of capital, labour, space and equipment. 

(ii) Acquiring new skills - as in retraining teachers for new 
curricula, team teaching or the utilization of language labora- 
tories. 

(iii) Changing goals - as in the introduction of self-instruc~ 
tional materials, where the teacher becomes a non-directive helper 
rather than an authoritative conveyer of information. 

(iv) Changing values or orientation - where many of the adopt- 
ers' long-held principles are at stake, as in the elimination of 
examinations, school desegregation or the abandonment of religious 
instruction. 

The second category, involving the type of.change required for 
adoption or adaptation, may be of six sorts. 

(i) Substitution - probably the most common and most readily 
accepted innovation, in which one item is substituted for another 
previously in use (a new textbook, new equipment in a science 
laboratory or, somewhat more complex, a replacement for a teacher 
or administrator). 

(ii) Alteration - involving changes in existing structures 
rather than a complete substitution of parts or elements. To take 
two examples from Miles' compendium of case studies, Innovation 
tn education, there could be an alteration in hardware, as in the 
shift from 16 mm. silent film to 8 mm. sound films, or a struc- 
tural shift, as in a transfer of responsibilities for school 
guidance from senior teachers to a specialist. In both these cases, 
Miles noted that the innovations met with stiff resistance, either 
because the potential user found the proposal unfamiliar or because 
his status was affected. 

(iii) Addition without changing old elements or patterns - 
those which can be added to an existing programme without seriously 
disturbing other parts of it (audio-visual aids, workshops, diag- 
nostic tests). 

(iv) Restructuring ~- seen either as a material rearrangement 
of work space (changing the composition and size of classes), 
rearrangements in the curriculum (introducing modern maths or a 
now foreign language) or as a revision of interpersonal relations 
(team teaching, paraprofessional teaching aids, non-graded 
schools). 
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O) Eliminating old behaviour - as, for example, changing 
from a single textbook or method of discussion in class or human 
relations training for reducing mutual suspicion or hostility. 

(vi) Reinforcing old behaviour - where it is a question of 
transmitting or adopting knowledge which ‘reinforces what is 
already practised, as in most refresher courses for teachers. 

The two main variables in estimating the difficulty or 
facility of making changes seem then to be the complexity of the 
operation itself and the degree or type of behaviour change re- 
quired of the receiver, By way of a resumé, we reproduce the 
simplified chart of Miller [40] (Fig. 2). 


Fig. 2. Length and complexity of different types of innovations 


Number of Types of 


Length of time 
participants required innovation 


required to implement 
the idea or programme 


Organizational 
(many) (ungraded, team 
ar teaching) TOO, 
Instructional 
(several) (ETV, new Math, 
oS Programming) 
a 
Methodological 
(few) (inductive 
teaching, new 
approach to 
reading) 
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4. ENGINEERING EDUCATIONAL CHANGE 


The very idea of planned change is a recent phenomenon in education. 
Watson [55] has pointed out that most innovations are introduced: 
sporadically rather than continuously; 

by outside pressure rather than generated from within; 

for reasons of expediency, rather than as an expression of 

conviction or through deliberate planning; 

one here, one there, rather than in a cumulative and integrated 

design; 

much later than desirable, lagging rather than leading; super- 

ficially, rather than at a basic fundamental level; 

to win praise or promotion for certain individuals, rather than 

to improve educational performance. 

The traditional role of social systems and institutions has 
been to perpetuate the behaviour, morals and values of the society 
in which they function. The idea of systematically planning techno-- 
logical change, of managing the process whereby theoretical know- 
ledge becomes practical knowledge, is only some 100 years old, hav- 
ing started with the industrial research laboratories of the German 
chemical industry in the late 19th century. Only within the past 
half-century have industrialists, followed by social scientists, 
tried to design an orderly system for converting human ability 
and knowledge into goods or services with the object of modifying 
existing patterns and institutions. 

Schon [49] has constructed a three-stage model in which he 
Separates the least progressive from the most progressive industries 
In the craft stage, as illustrated by the ceramics and leather in- 
dustries, change is made intuitively and empirically. In the mecha- 
nical ingenuity stage, in the auto industry, for example, changes 
are made through a systematic investigation of current products and 
Methods with the object of improving them. At the third phase, 
Production and quality control, research in materials and processes 
is carried out without any certainty of where the research will 
lead. Promising discoveries are then referred to developments units 
which design new products and processes. Schon places the chemical 
and electronics industries at this level and notes that these in- 
dustries were able to invade other markets (textiles, construction 
and machine tooling) as a result of their more advanced research 


and development. 
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It would be a useful exercise to determine the criteria by 
which we could place the education systems of various countries 
in one or another of these stages. Such criteria might include 
systematic examination of the teaching and learning process, 
amount of time, funds and Personnel invested in research and de- 
velopment work, creation of mechanisms to bridge the gap between 
university research and school Practice, etc. 

If we followed this exercise far enough, we should probably be 
obliged to correlate economic development and educational develop- 
ment. The best systems would probably be found to resemble the 
industrial process of 'Rap! (research and development): 
basic scientific inquiries ; investigating (educationall 
problems; collecting operational and planning data; 
tions to operating problems; engineering Packages an 


for (educational) use; testing and evaluating soluti 
mes [23], 


conducting 
y) oriented 
inventing solu- 
d programmes 

ons and program- 


f this model are tha 


t it is too naively 
that it violates educ 


ational reality, that 
environment, that 


» finally, that it 
Ocratic values as internati 


. 3 is adopted f 
As rational as this p 


Perhaps the theory- 
or utopian for our pres 
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is still too futuristic 
As ahistorical formula 
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it could of course explain all innovations over a long enough time 
span (e.g. literacy - movable print - text-books - Programmed 
instruction), but even in retrospect the process has been neither 
deliberate nor consequential, N 

Another well-known model is that used in rural sociology to 
chart the progress of agricultural innovations. The focus is on 


cycle in education whereby a new idea or programme is adapted by 
one school from another: awareness - learning about the idea or 
practice; interest - being concerned enough to seek further infor- 
mation; evaluation - weighing the merits and demerits of the inno- 
vation; trial = seeing how it works in practice; 


adoption or re- 
jection. 


he receiver and the 
re of his reaction. This is often referred 
to as the 'social interaction' approach because the potential 
adopter generally hears of the new practice and decides to use it 
by consultation with other persons. 


A variation of this paradig 


ew practice; inventing - remedies 
deciding on a particular 

strategy planning; operating on 

evaluating the results; revising. 

ere is not with the 
i tion. This leads us 

» often called the "problem-solving 


gh internal restructuring, Hier 
in the solutions: frequent use 0 


a temporary 'change-agent' or consultant from outside; concern with 


attitude change, 
nications, This m 


3 moving - the acti- 
3 and freezing - fixing the 


In effect, two processes are at work. The first is one of 
reeducation, the becoming aware of and correcting inefficient or 
dysfunctional habits and attitudes; the second is properly educa- 
tive, being designed to add new skills, knowledge, practices or 
attitudes to a person or group [36].Viewed from within an organi- 
zation, the sequence is as follows: criticism; changes proposed; 
development and clarification of proposals; evaluation, review 
and reformulation of proposals; comparison of proposals; action 
to be taken on proposals; implementation of action decisions [33]. 

Viewed in the perspective of the change agent or consultant 
coming into the organization (client system), we have the following 
Pattern: development of a need for change; establishment of a change 
relationship between agent and client; clarification or diagnosis 
of client system's problem; examination of alternative routes and 
goals, establishing goals and action required; transformation of 
intentions into actual change efforts; generalization and stabili- 
zation of change; achieving a terminal relationship. 

While we have no paradigm which consolidates these three pro- 
cess models into one, we can isolate the various components of each 
and follow the interactions which take place between the invention 
of a new idea or artifact and its ultimate use by practitioners, 


as shown in Fig. 4. 
n change [23] 


Fig. 4. Interaction of agents involved i 
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In a later section we shall loo 


k more closely at each of these 
models in order to determine in which 


vidual adopter, 


tors (the group, indi- 
the teaching staff or administration, the deve- 
lopers, the opinion leaders or communicators) and on the relation- 
ship between the parties concerned, 


II Individuals, groups, institutions, cultures : 
an overview of the agents involved in change 


The units of analysis utilized by the various disciplines concerned 
with social change appear to be threefold: the individual as 
adopter (psychology, rural sociology, consumer research, public 
health), the group as key parameter (mass communications, social 
Psychology, sociology), and the institutional and cultural frame- 
work (anthropology, political science). In any given educational 
innovation of importance, all three units are brought immediately 
into play. Teachers are placed in new relationships to materials, 
Students or other teachers. Student-teacher-administrator-(parent) 
relations are changed. The school as a bureaucratic organization 
is modified, as are its relations with external institutions with 
which it is involved. Finally, since education is a microcosm of 
the culture which it embodies and transmits, „changes in content 
(sex education, religious education) or method (non-directive 
teaching, group work) will reflect alterations in the surrounding 
environment. 

In analysing the process of change, therefore, we must study’ 
a wide, complex range of variables operating in a highly integrated 
System: individual perceptions, group process norms, organizational 
Structures, pressures from the community and ministry, cultural 
codes. One system of classifying these variables is by dividing 
them into participants, structures and roles or relationships: 
Internal and external participants [33]. The internal participants, 
those directly concerned with the legal or social system in edu- 
Cation, include students, teachers, school principals or, directors, 
Supervisors or inspectors, local administrative directors (super- 
intendent, head of public instruction, parents, legislatures, 
National or regional ministries, judicial authorities). The ex- 
ternal participants, exerting indirect influence through dissemi- 
Nation of information, raising expectations or invoking sanctions, 
include non-educationists (public figures or opinion leaders), 
foundations or research councils, academics, industry and mass 
media (notably the textbook industry and other materials and 
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ita) ve ee : . ; 1 ot- 
facilities producers), educationists active in professiona 
ganizations and certain branches of national government (labour 
ministry, military, social affairs). 


Formal and informal structures [57]. The formal education system 
(ministries, inspectorate, local school system itself) is only 

a part of the education structure. Innovations must take into 
account ancillary structures and institutions. Ancillary struc- 
tures are formally organized systems contributing tq but not part 
of, the formal system: parent-teacher associations, textbook manu- 
factures, school committees, mental health organizations, etc, 
The third type of structure is the autonomous group made up of 
individuals within the education system: friendship groups or 
cliques. The final type, institutions, is made up of in-school 
relationships which follow Prescribed norms: informal rules of 


conduct, status differences among teachers and administrators, 
treatment of parents. 


Classification by role and relationship: The school system is 

composed of interlocking positions and interacting roles, Each 
position (parent, school board member, superintendent, teacher, 
principal, student) requires a role performance in relation to 
other positions. As roles interact with 
ponse to larger systems (state, 
educational bodies), 


they change relationships. For example, those 
lower in the hierarch 


y of power and Prestige adapt by conforming 
e higher levels [55]. The key relationships 


gauge the direction and effects of change: 
d of education; school d 


must be looked at to 
School director -= boar 
inspector — principal; 
teacher — student; 
Power figure [39], 


irector = ministry; 
principal — teachers; teacher — teacher; 
teacher — parent; superintendent — community 


S agents. The linkage is show in Fig. 5. 


Bo 


Fig. 5: Linkage in the process of educational change 


PPO ses as 


Teaching learning Individual perceptions 


system 


Institutional system 


des — what psychologists call the 
me into play. The result on the 
prolonged resistance and the 
Necessity of a much deeper involvement in ‘uniearning' and 're- 
learning! than is brought about by simply giving him written in- 
formation about a new practice. As Schon [49] points out, we are 
technologically but not emotionally an adaptive society. While we 
encourage new inventions, we have not taken steps to facilitate 


in education, personal attitu 
Self system' — inevitably co 
adopter is usually high anxiety, 


UNI 


What are the practical implications for educational innovation? 

First, we must judge the significance of the change in terms of 
the meaning it has for the acceptor. That is not necessarily the 
meaning it has for the introducer, as was brought out in Atwood's 
study [2] of the guidance counsellor hired to relieve teachers of 
additional duties but perceived by the teaching staff as a threat 
to existing practices. More precisely, the individual teacher's 
personality or value system is a less adequate indicator of his 
attitude toward change than is his perception of the effects of 
the innovation on his ow interests and institutional goals. What 
counts is the relative importance he attaches to the personal 
avantages and disadvantages of each change. 

This means that the planning and execution of the change pro- 
cess is a developmental, not a mechanical, process, in which both 
the innovating and receiving systems are altered. Implementation 
will require as much time as planning, particularly when teaching 
roles and classroom organization are affected (programmed ins- 
truction, teamteaching, group work). Unfortunately, our know- 
ledge of change in human 


of physical processes. Chin and Benne [12] insist that a massive 


living organizations and respond accordingly 
of operation, Some of the current innovations 
ungraded classes, teacher aides, team teaching» 
computer scheduling) require important adjust” 
001 personnel interact, apart from changes in 
study [24] ty of their contact, One recent American 

sd has shown that the 'innovativeness' of a given school 
d by the type of interpersonal relationships 
e.g. the principal 
» the type of interaction 


z S 1n solving problems, et Certain types 
of inter ersona i 5 aka 
; es p 1 relations or such concepts as 'openness' and 
> easured in Q-sort or conventional attitude tests; 


fate a psychological climate for change and inn? 


- 


Organizational and evtronmental changes. Whereas the teacher is 
the key figure in the final implementation of an innovation that 
bears directly on the learning process, he is much less signifi- 
cant in the organizational mechanism. As durable, permanent struc- 
tures, schools outlast individual teachers. For the administratcr, 
inspector and governmental official, schools are essentially 
bureaucracies, and the teacher is not a professional but a func- 
tionary, Few innovations can be introduced by teachers, despite 
their high degree of autonomy in the classroom. The moment that any 
change introduced by the teacher in the classroom touches on new 
Space arrangements, instructional materials or equipment, new 
forms of testing or reporting students, the administrative machine 
is set in operation. The teacher ordinarily feels as helpless to 
influence the larger organizational structures as would a subor- 
dinate in any other public service. : ; 

The school, in turn, is closely linked to its environment: to 
the influence of parents, community organizations, ministerial 
directives, mass media, university departments of education and 
teacher-training institutes. As a highly vulnerable, visible and 
dependent community agency, the school can only make changes — 
assuming that the school initiates these changes, which is seldom 
the case — so long as they do not conflict with the community's 
Concept of what education should be. Sex education and non- 
directive teaching methods, for example, are unlikely to take 
Toot in a community with morally rigid and authoritarian standards. 
All instructional programmes and practices are related to the 
Process of ‘socialization’, the training of children in the values 
and habits of society, aided by the family and such institutions as 
the church, If instruction is based on authoritative presentation 
of a subject by the teacher and on its passive absorption by the 
Student, it is incidentally a proc?ss of socialization to autho- 
ritarian relationships with adults. If, on the other hand, pupils 
are encouraged to discover principles for themselves through obser- 
Vation and inference and with less guidance from the teacher, this 
18 a process of socialization to personal and intellectual autonomy 


i52]; 
It follows that we are unlikely to have a more developed school 
System in the sense of child-centered, "non-directive' or highly 
individualized teaching, than the social context in which it is 
Operating. We know that there are political, cultural and economic 
Settings which discourage innovation, placing greater stress on 


education as a semi-religious activity and with a general hostility 
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towards social and cultural change. Such communities place a high 
value on the past, often have low educational attainments, lack the 
specialized skills and training associated with modern technology 
and have few outside contacts with other communities. On the other 
hand, a community with 'modern’ norms will have a more developed 
technology with a complex division of labour, will place a high 
value on experimentation in technical and social affairs, will have 


wider contacts and receive larger amounts of information from other 
communities, 


There is thus a fairly close correlation between the rate of 
innovation, the economic level of a given country (as measured by 
GNP or by the customary list of human resource indicators) and the 
trend to non-directive instruction or more flexible classroom mana- 
gement. These criteria may tell us nothing about the quality of the 
education system nor about the appropriateness of the innovation; 
but they help us to predict the type and frequency of innovation 
for a given country or region. There are, however, schools of 
thought which definitely relate the quality of education to the 
type of instructional methods and so, indirectly, to the economic 
level of a country. Beeby [4] has designed a four-stage model for 


measuring the quality of primary education as it is related to 
teacher education. In the first stage, 


on rituals on the part of 
classrooms are organized rigidly; 

ions are highly Standardized; there 
isterial authorities, The third stage 
nitiative on the Part of students 

ing practices, Finally, in the fourth 
solving and self-initiated activity are common: 
cognitive development becomes an important 
tionship between the teacher and individual 
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MI System and process : the major variables 


1. WHY SCHOOLS CHANGE SO SLOWLY 


We have noted that education systems are more resistant to innova- 
tion than industrial or business enterprises, and that teachers are 
more difficult to change than farmers or physicians. What are the 
individual and institutional factors at play here, and how do they 
function at various points in the change process? 
As Miles has pointed out, permanent systems — whether persons, 

8roups or organizations — find it difficult to change themselves. 
The major portion of available energy goes to carrying out toutine 
OPerations and maintenance of existing relationships within the 
System. Thus the fraction of energy left over for matters of diagno- 
Sis, planning, innovation, deliberate change and growth is ordina- 


Tlly very small' [36]. All organizations tend to achieve, maintain 


and return to a state of equilibrium, which is perhaps our way of 
stitutions and cultures. 


Preserving our identity, character, in tit ; 
Brickell argues that institutional stability ensures that the ins- 


titution produces the maximum results at a given moment. Any change 
“111 automatically reduce production, at least until new habit 
Patterns are formed [6]. According to systems theory, social sys- 
tems are stable and homeostatic; after minor disturbances they 
Teturn to a state of equilibrium resembling their previous state 
[55]. This gives them a sort of self-regulating character allowing 
them to meet the demands of the environment without being perma- 


“ntly disturbed. 
s A number of behavioural scie 
Ucational institutions, claim t S 
Or homeostatic and are therefore unable to innovate. To test this 
YPothesis, let us look at the genotypical and phenotypical cha- 
Yacteristics that inhibit change. Havelock [23] divides these into 
INpUE factorg. which inhibie change Prom enkete into the school 
SYStem; output factors, which prevent the genesis of change from 
within; and throughput factors, which limit the spread of new 
ideas and practices through the school system. m 


ntists, applying this theory to 
hat schools are by nature stable 


Input factors 


dren are too fragile and valuable to be subjected to experimenta- 
tion. 


officials, This slows down drastically the rate of change, and 
filters all efforts at innovation through a bureaucratic, rather 
than professional agency, 


Teacher defensiveness. Teachers are typical in resenting any 

changes brought into the schools without their participation from 
the beginning, or if the decisions are made by others than their 
recognized superiors, In particular, the outside 'change agent' is 


eral, school personnel are oversensitive to criti 
because the school system, 
open to criticism from 


Absence of change agent or "Linking pin'. tn education, as in atte 
agriculture or engineering, there is no recognized agent responsib 


The 'detail man' in medicine, who brings new drugs from pharma- 
ceutical companies to physicians, has a somewhate similar 
function. In education, such an agent usually comes from the 
university or a research institute. He has infrequent contact with 
teachers; he must first pass through an administrative filter; he 
is usually not asked to come to the school, and his advice is sel- 
dom valued, unless he is or has been a school teacher or adminis- 
trator, 


Incomplete linkage between theory and practice. As mentioned 
earlier, educational research is still underdeveloped, and there 
18 no direct way of getting research findings from the laboratory 
into the school and classroom. A good deal of this research is 
unrelated to practical problems and experimental conditions have 
little in common with the way in which classroom life goes on 
Under normal circumstances. When teachers, administrators and 
researchers do not: have their work linked by any institutionalized 
Means, research and practice tend to operate in two different 
Social systems, with few shared values, few ‘comion' (perceptions), 
different 'coding systems’ for communicating and finally more 
insulated interests. Practitioners in the schools have a reduced 
Knowledge base' about new practices or developments. As a result, 
in market economy countries, the system often falls prey to text- 
Ook and materials manufacturers Or their salesmen. 


Inventions in education do not 
tific inventions. Most learning 
d: many are incompatible. New 
a scientific basis before 
aluated carefully. In par- 
umber of technological inno- 


Underdeveloped setentific base. 
ave the proven validity of scien 
fories are not yet highly develope 
Practices can seldom be justified on 
ae tried out, and they are seldom ev 
ON pak the exaggerated claims fora n 

tons have not been borne out. 

Conservatism, The school has traditionally seen its role as one of 

sisting pressures from without. Socialization 1s principally a 
Process of conservation, of assuring the cultural continuity rather 
: Finally,changes in the environ- 


an of provoki tural change- 
Ment ee cars 2 into the school when they are fully 
Stabilized, 
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Professtonal invisibility. The basic activity in the school- teach- 
ing — takes place out of ‘sight of adult contact or supervision 90 
Per cent of the time [39]. As a result, it is hard to get correct 
information as to whether in fact teaching and learning activities 
are in need of change. Children themselves are not normally allowed 
to comment on the teacher's performance and they have few Sanctions 
to apply. For that matter, criteria for judging teacher effective- 
ness usually depend on the scale of values of a particular inspector 


Output factors. 


Confused goals. There are two aspects to this problem: the contra- 
dictory goals within the school system and the fact that different 
members (teachers, administrators, parents, educators) stress one 

set rather than another — and thereby Support certain changes while 


combatting others, In relation to the first aspect, Miles [39] puts 
it well: 


about desirable changes in children and exist 
in an environment of so-called 'local control! 
amid a host of other subsystems, al] with ex- 
Pectations for the school, educational goals 
are usually (a) vaguely staged; (b) multiple 

in nature, since the school is expected to do 


í make them neat, 
Š achievement-oriented), There 
nces under which these goals 
incompatible, 


There is the same ambiguity within the school system. School 
authorities may support or initiate changes aimed to produce 
an imaginative, co-operative, self-directed child (group work, 
self-instruction, non-directive teaching techniques), while the 
teaching staff prizes obedience, regularity, self-discipline. Also 
curricular changes, notably sex education or human relations train- 
ing, are resisted on the premise that they lie outside the province 
of the school and are rather the responsibility of parents. 


Teachers, and to a lesser extent admin- 


istrators, are not rewarded for initiating or carrying through 
innovations. Rather, they are rewarded for stable, dependable 
behaviour. Those adopting change are paid the same as those reject- 
ing it and they run the added risk of possible failure. Promotions 


are generally made on the basis of seniority, personal influence, 


Popularity or professional upgrading at the university. It has 
e boat' seldom pays in an 


frequently been observed that ‘rocking th 
organization. 


No rewards for innovating. 


With such a diversity of backgrounds, ap- 
titudes and motivation on the part of both students and teachers, 
the school seeks to install methods and procedures applicable to 
the greatest number. Innovations giving advantage to gifted or 
deprived children, to child-centred or subject-matter-centred 
teachers, to charismatic or bureaucratic administrators, are re- 


Sisted by one party or the other. 

Since schools do not have an economic motive 
om a quite separate network of pri- 
they need be less concerned with 


Uniformity of approach. 


S 
“nogi as a monopoly. 
©r face competition — apart fr 


v ete a 
vate or denominational schools B . 
improvement of their services. Parents who are dissatisfied may move 


to another district, but the school is not thereby threatened. 


Reichart [43] notes that the school is in the unique position of 


aving been created as a monopoly by society to do what society has 


Mandated! Clients are not free to accept or reject the services of 

an obligatory education system. AS 4 result, schools are 'domesti- 

fated’ institutions, that is to says their organizational environ- 
, 


Tent is more stable than that of other types of institutions. 


Low knowledge component — low investment in R & D. For an institu- 
ton whose central task is the dissemination of knowledge, there is 
little investment: in knowledge-acquisition or dissemination within 

the school itself, There is a limited awareness and little direct 
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use of relevant areas of knowledge (learning psychology, social “4 
psychology, sociology of the community). Under-utilization of knowl 
edge may be due in part to the fact that policy decisions are made 
by a board or lay persons rather than by professionals [39]. 

Miles [39] estimates that out of 30,000 school districts in 
the United States, there are only 100 which have a built-in re- 
search function, and most of these tend to become no more than 
administrative data-collecting and book-keeping devices. Only a 
dozen have a specific unit set up to develop new practices, test 
them for feasibility and efficacy, and diffuse them to other 
parts of the system. 


Low technological and financial investment. The amount of tech- 
nology per worker in schools is relatively low. From 70 to 90 per 
cent of the budget ordinarily goes to salaries, with a fraction 

for equipment and materials, The consequence is that social trans- 
actions, rather than socio-technical transactions, come to be the 
major working technique [38]. Sussman says: 'A school system which 
must house pupils in old, unsafe buildings, which can barely supply 
them with the minimum necessities in terms of textbooks, paper 

and chalk, which has a shortage of teachers — not to speak of spe- 
cialists like testers and remedial reading staff — can hardly be 
expected to innovate, Even if an innovation promises to save money | 
eventually, the process of instituting it is likely to be expensive 
The author also recalls Galbraith's observation that market economy 


countries have a tendency to affluence in the private sector and 
to underspending in the public sector. 


School as a whole n 
that changes are needed, 


It is difficult to identify the 
tions. Many of the results are 


ther? 
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Experience shows that, within the narrow limits where exact 


Measurement is possible, it can be a stimulus to change. This has 
been so, for example, with two of the criteria of output measure” 
ment ordinarily used, rate of pupil retention and financial invest- 


Ment per child. 


Focus on present canmitments — accountability. Few teachers, ad- 
ministrators or specialists are sufficiently detached from normal 
operations to probe weaknesses OF learn about promising practices. 
Administrators are generally overburdened; teachers are responsible 
for fixed numbers of students in fixed periods, with little time 


for creative work. 


Low personnel development investment. Little money is spent by 
School systems on the development of personnel. Continuing edu- 


cation is regarded as an individual matter. Yet experience has 


Shown that major innovations in school systems only come about as 


a result of personnel development efforts, often with outside funds 
and facilities [39]. 

Lack of entrepreneurial modets. The school system is not usually a 
Place Where one finds individuals Wio senan needs, develop practi- 
Ces suited to meet those needs, and push them through the organi- 
zation. Most school administrators aré former teachers themselves, 
and have built up too many personal allegiances within the system 
to disturb the persons and groups who serve under them. At the 

Same time, for many reasons, of which several have been mentioned, 
teachers are rarely innovators, particularly in highly developed 
Countries, They can seldom change any practice that extends beyond 
their classroom and indeed are not expected to do so. As most 
School systems are hierarchies, changes come from above; they do 
Not emerge at the work place. Hence, unlike most workers, teachers 
Seldom suggest new working patterns for themselves. Indeed, they 
Often see it as a reflection on their personal adequacy when they 


a 
Te asked to imitate other teachers’ 
Nor is the teacher generally an ® 


Personality inventories in North Amer ropea 
epict teachers as restrained and deferent, lacking in social 
Oldness, anxious to please, More passive and less competitive 
than professionals in other jobs- There is evidence that this 


Portrait is not exact in many developing countries, 
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Passtvity. To cite Miles [39]: 'In many school systems, the 

main stance of the chief administrator in the face of system 
vulnerability and varying demands from the environment is a with- 
drawing, passive one ... The tacit view of the school is that it 
has little power to initiate, develop, grow, push things, or be 
disagreeable to anyone or anything.' 


Throughput factors 


Separation of members and untts. The different parts of school 
Systems are not as closely interlocking as those of industrial 
firms or other systems that produce and market Physical objects, 
Miles [39] claims that a low degree of interdependence makes a 
system much more difficult to alter, since changes occurring 

in one part are not transmitted to another parts. Thus, the fail- 
ure or success of one teacher has little impact on the teacher 
in the adjoining room. This low level of co-ordination constricts 
the flow of information about new thought and practice, 


the innovation process has been researched. Farmers and physicians. 
for example, discuss new ideas and imitate one another, whereas 


there seems to be little interpersonal communication among teachers 
that leads to innovation, 


to the more precise goals and output cri- 
ds for production, The Burns and Stalker 


System and by the ac 
the structure, 

In Particular, 
flow, Members hesita 
is firmly substantiat 


Case with innovations: (b) i ig 
P ; 1t reflects o a valua 
tion of themselves; nly favourable e 


. y £ ‘veľ 
[23] and (c) it is directly relevant to the receiv? 


Sane 1 cpg ERG, 
re stultifying effect on initial” 
In an authoritative system, d 

der? 
ng new but no one can be or to 
doption, however, is likely 


be superficial and instable — an act of compliance rather than of 
identification or internalization [23]. 


Lack of procedures and training for change. Teachers have no 
institutionalized procedures for learning about the new practices 
of colleagues. As mentioned earlier, there is also resistance to 
adopting another teacher's ideas. Moreover, school personnel do 
Not enjoy the type of human relations training used in industry 
and commerce to stimulate awareness and gain acceptance of new 


ideas and methods. 


2. CURVES AND RATES OF DIFFUSION 
Appollonius of Perga discovered conic sections some 2,000 years 
before they were applied to engineering problems. It took some 

500 years for medicine to imitate Paracelsus by systematically 
using ether as an anaesthetic. The first patent for a typewriter 
Was deposed in Great Britain in 1714; a typewriter was commercial- 
ly available only 50 years later [53]. Since then, the length 

of time required for the adoption of an innovation has been short- 
ened as a general rule. Lynn's study of 20 major innovations — 
including frozen food, antibiotics and integrated circuits — 


Covery to be translated into a usable form has been reduced by 60 
Per cent since the beginning of the present century [53]. The 
most dramatic example was the explosion of the atomic bomb at i 
Hiroshima six years after the first experiments with nuclear fis- 


sion, 
educational systems, however, still 


agricultural or medical systems. 
Miles [37] isolates three: 
ch findings; lack of change 


i The implementation ratés in 
5 behind those of industrial, 
the many reasons already noted, 


a oe an 
bsence of valid scientific resear chan 
agents to promote new educational ideas; lack of economic incentive 


to a : 7 -ao to Mort, change in the American 
s dopt innovations, According ó time' and follows a 
chool system takes 'an extravagantly long 


Predictable pattern. Between the time in which there is recognition 
of P 5 ification of school children's health 


a need (example: identi i, 
Problems) and ao first introduction of a way of meeting the need 


Which eventually spreads throughout the system (example: health 
inspection by a school doctor), there is a 50-year time lapse. 
Nother 50 years is required for diffusion or full adaptation. 
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During this second phase, it takes 15 years for the practice to 
appear in 3 per cent of the systems in the country. Thereafter, 
there is a period of 20 years of rapid diffusion, followed by a 
final 15 years of slow diffusion through the last small percen- 
tage of schools [41]. 
The rate of change in education has greatly accelerated since 

Mort's studies were made in the 1930s. Mort himself estimates 

an increase in tempo of 20 per cent. Coombs mentions a recent 
American survey in which, out of 27 innovations studied, 6 had 
been generally adopted in school systems throughout the country 

in 10 years [13]. In 1953, Mort [41] claimed that an outpouring of 
important new designs in education can soon be expected. 'These 
designs will spring from the combination of hundreds of innova- 
tions which have been stimulated during the past half-century by 
new insights into educational psychology and social change'. In 
Particular, Mort argues that the major discovery made at the turn 
of the century — that the theory of formal disciplines is untenable ” 


concepts or designs, 

We have already mentioned the fact that adoption occurs in 
Stages. From Mort and from research in agriculture, we can plot 
the adoption Process in an S-curve (Fig. 6). There is an early 
Stage, when the 2 or 3 per cent of tnnovators decide to introduce 
the new idea in which the early adopters (about 
5 per cent follow, having observed that there are no unfortunate 
results; a middle Stage, in which the majority adopts quickly, 

he innovators; and a late stage, when the 
Sistors or laggards at least gives in, Finally» 


Fig. 6; Adoption of a cumulative curve 
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Havelock [23] makes the point that where a single adopter is 


concerned the progression from awareness to integration can be 
looked at as a similar learning curve, as shown in Fig. 7. 


Fig. 7: Involvement of an individual during the adoption process 
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Innovation becomes 
“routine”, an accepted 
and automatic part of the 
adopter’s behaviour 
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High involvement: efforts to adapt 
the innovation 


High involvement: active information 
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‘Moderate involvement: information seeking 
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In educational change we are generally concerned with a group, 
or at least with an accumulation of adoptions by individuals. In- 
dividuals are influenced by groups, so that diffusion curves look 
like chain reactions, with the number of adopters increasing in 
Proportion to the number who have previously adopted [9]. At the 
same time, the adopting system affects each adopter differently. 
'The context in which each potential adopter lives is different; 
his reference groups are different, his perceptions are different, : 
and the norms of the group are interpreted differently by each. Theil 
adopting behaviour ... (and) adopting periods (will) be different, 


(and) ... they will also become aware of an innovation at different 
times'. [23]. 


3. PROCESS VARIABLES : A CHECKLIST 


In order to reduce the time lag, we must first isolate the many 
factors which operate when a given innovation is introduced into 
the education system. Our understanding of the process, models of 
change and of the strategies which eventually emerge all depend on 
the interactions of factors which are: (a) inherent in the inno- 

_vation itself; (b) situational or connected to the school system 
and its personnel; and (c) environmental. Following is a general 
— but not exhaustive — checklist of these process variables. 


Inherent or intrinste vartables 


Proven qualtty of the innovation. This is a difficult point. Edu” 
cation, as a behavioural science, is less scientifically verifiable 
than the physical sciences. As indicators, we might list the relia” 
bility, validity, generality, internal consistency and congruence 
with other scientific theories [23], We could also list reliability’ 
utility, precision, and durability. There should be a distinction 


bs Poe the part ot the innovation that is-theory, data, method of 
Product. 


+ in terms of capital outla training of pet” 
sonnel, changes in sp. 3s 5 á 


is likely to Progress slowly — 
its objectives, 
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Havelock [23] notes that continuing 
y innovations, since they 
t the time of adoption. 


ae is less serious. 
a: are not hinder the adoption of man 
ikely to be underrated by the adopter a 
[46] define this variable as 
be tried on a limited ba- 
tion (adopted on a small 


Dtvistheq. 
E Havelock and Rogers 
egree to which an innovation may 


Sis! R i 
Scale Innovations which meet this condi 
e or for a limited period on a trial basis) are more readily 


ies than ‘those which are an wall-or_cone proposition. School 
be Ride leas ae terminals, open admission policies can seldom 
Ties gaol once delivered. 'This principle also holds in 
niqu ry. The probability that a firm will introduce a new tech- 
. We of production is, in part, 4 function of the size of the 


“vestment required' [23]. 

4 Divisibility can also refer to the number of individuals or 
Proportion of a community to be involved in the adoption. Thus, 

than individual consent. 

divisibility and cost 

new staff (e.8«, 

ed the use of a national 

ewer maths content. 

as in the case 


n 
a iels studies of curricular 
e teada some changes involved emp 
ency £ ing of Spanish). Some involv a 
exe for retraining, as in the case of the n 
involved extensive local staff retraining, 


team teaching [33] i 
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a E a ke understand an 
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Rew ee ee (changing size and sco 
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S RE, i a E e continuum from facility to 
A r to change than values, innovations 
formed habits of work and thought 3 
'for example, if the innovation 
ss of each child be noted every 
n be made specifically for 
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ag 


he number of parts of 

s or skills to be learned 
or (c) the number of 

e over time [23]. The 

d use, the less rapidly an 

spoke of the amount of 

pe of operations, acquiring 
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addition without changing 
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r of behaviour 
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cing pp ee m well- 
bastu most difficult to adopt. 
da gras requires that the progress ° 
him that a new instructional decisio 
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Communteability. How easy or difficult is it to explain or demons- 
trate the innovation? Anthropologists have found that material 
items find more acceptance than ideas because their utility is more 
easily demonstrable and because the items themselves are more vi- 
sible. Thus, new reading materials diffuse more rapidly than new 
methods of how to teach reading. Teachers in particular want to 
observe new ideas, techniques or devices at work in actual class- 
rooms under normal conditions. In the American reform of curriculum 
in physics (PSSC), for example, it was found that the syllabus was 
not widely adopted in regions where special institutes were held 
but rather in the vicinity of the demonstration classrooms, where 
neighbouring teachers could watch the programme for themselves. 

A number of educational technologists claim that new materials 
must be all but self-teaching if they are to be adopted. The more 
readily they fit the demands of teaching situations and the more 
easily they can be reproduced and distributed, without changing 
their original form when used by a wide variety of teachers in 
different situations, the more likely are they to be adopted. On 
the other hand, the more difficult they are to operate (i,e., re- 
quiring extra administrative energy), or are puzzling or threat- 
ening in a technical sense to the adopter, the more slowly will 
they be accepted [37]. In schools where teachers are accustomed 
to making their own materials, however, as is often the case in 
developing countries, they might object to "packages' which cannot 
be modified by their own inventiveness, 


Situational variables 


Structure of the instructional system. 


Any number of factors can 
be isolated here; 


following are but a few, Size — the largest and 


re rapidly (if often superficially) than 

The key factor in a hierarchical 
ependence on authority felt by the 

of industrial studies show that the 
ator is important. The number of inn? 


+ Financial re i ial in 
3 A i sources are obvi cial 1 
implementing change. Communiti ae 
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ies giving higher financial suppot® 


tend to j 
higher A more innovative schools, perhaps because of the 
evels of education and occupation of the members. 


Le $ 
tee and sponsorship. It is important to specify the nature 
sons bein iene between the sponsor of the change and the per- 
ey anion elped to change. The power relationship is clearly a 
adoption i (the more powerful the sponsor, the more likely the 
irst ee y others), as is the prestige of the sponsor or of the 
Opinioni ess to adopt. Mass media research dwells on so-called 
adoption TES who exert influence on voting behaviour or 
ltformatis new farming practices. These are persons who get new 
in ebein around (communicators) or who are more influential 
Son, ing others to adopt new practices (legitimators). 
oat environment. Although an indistinct factor, the institu- 
Can be climate in which a specific innovation 1s to be introduced 
threat Plain Personnel attitudes, views of the proposal as a 
can aten a panacea, familiarities with changes of the same sort, 
i ing oe whether the climate is favourable, neutral or inhi- 
Migs: it Special case is that of change occasioned by crisis. 
SPeeg Frage to loosen structures and value systems and, thereby, 
e rate of adoption or at least weaken the force of resis- 


tan 

Ce, 

Organi Buoh changes, however, tend to be temporary, unless the 
3 tterns to take root. 


An ation is affected long enough for ns to tak 
“rises T of social psychologists believe that when institutional 

can be provoked and guided, there will e Ba, i 
individual crisis. 


Brow 

th 

+" and development, much as in the case of an i 
oup is most affected by 


Poy, 
ae Ae Depending on which target grouP © 

he on Posed change — teachers, students, administrators, parents — 
tures Obable reaction of existing reference groups» clique struc- 
norma CDd vested interests can be predicted. In particular, group 
tisk spacerning value placed on security and on assumption of 
eng Ould be examined in this connexion. 


of “ong7 chan ic ga ull 

feos OVatore fe cia seat tection. Adopters probably differ little 

detere oVators except perhaps in being more prone to conformity, 

e Ree to authority, insecurity, etc: We should ig marian 

SOELS: ane. Gounger perans eit deneraas income en 

~ Positi 1innovati' ; 

ing Onome status wae etal related); capacity to dis- 

rationality; positive 


Ate S elate 
Si ability to deal with abstractions; 
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attitudes towards the profession. The key factor, however, is com- 
patibility: the degree to which an innovation is consistent with 
the existing values and past experiences of the adopter [46]. As 
attitudes and self-perceptions may count more than individual 
traits, adoption rates depend on how closely the proposed innova- 
tion fits the experience, social and cultural values and physical 
environment of the individual or, as we shall see, the group. 


Rewards and punishments. The profitability of an innovation can be 
judged from the point of view of educational quality, administra- 
tive efficacity, psychological satisfaction of teachers or students, 
etc. Once again, however, what matters is what the potential adopter 
thinks he stands to gain from adopting. When actual rewards (finan- 
cial gain, advancement) and punishments (financial loss, demotion) 


are involved, they can also contribute to acceptance on a short- 
term basis. 


Environmental variables 


Innovation system congruence. The willingness of the community to 
Support specific innovations depends on cultural values. Sex edu- 
cation, open discussions on religion, self-management in the class~ 
room are all examples of innovations which will not be tolerated 

in schools if they are not tole 
had cases — the comprehensive s 


ose that pass through. Anthropo~ 
S to change can only be predicted 
"consumer research’ on the receiving en- 
Ebeling, fer one, e response of American Indians to Chris- 
ma I i mple, it turned out that Patrilineally organized 
a re receptive than matrilineally organized tribes 
y virtue of the patrilineal symbolism of Christianity. The pracy 
it 8 water has been resisted where theories ° 
was ad a pervade ideologies of food and health. Televisi? 
opted early by families who were more attuned to the prese” 


re, etc. [27]. There are cultures — and g 
t borrowing or adapting from others, becaus 
Sia ron spiritual rather than biological °F 
empiric. an biolog 

Pirical standards (e.g., seed for farming comes from a sacred 
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Store and cannot be substituted; child-rearing is ritualized 
according to religious script). Clearly, much more is at stake 
here than the details of the innovation itself. Countries are at 
many different levels with respect to the general appropriateness 
ue Change, as measured by various indicators. The stronger the 
cultural cohesiveness and hence the influence of neighbourhood 
er kinship groups, the slower will be the acceptance of new ideas 
and practices. Biased as it is, the distinction between traditional 
‘nd modern societies is a good indication of how rapidly change 
1S generated and incorporated under normal conditions. Such charac- 
teristics as the extended family system, class structure based on 
traditional social status, religious amd ethical values praene 
uty or Obedience rather than initiative and rationality Ear 
zat, Petuate an education system aca en Get tla, otal 
lon * = . sne-centred me c : > 
Prejudiee at tantra cy E rural sociologists simply tally 


i ver a given 
ih Proportion of recommended farm practices adopted o 8 
Mber of years in a sample of countries. 


ich a ‘critical mass' or a Zetigerst 
P pares th 1 i vation. 
i ion of a particular innova : 
e climate for adopt = ( 


i g 5 

whi ng the weight of public demand OT 
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ati, 0M accepted. It is almost imposs?» $ 

other Starts; it is already present ee a ont self-management, 
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» and possibly with changes 
He also argues that practical 


gents — consultants, evaluation teams, ci- 


Professional organizations — to suggest and 
make changes, 


Griffith's second Proposition is the following: 'The degree and 


duration of change is directly’ proportional to the intensity of the 
stimulus from the Supra-system'. Thus the events of May 1968 in 
France or the launching of the first Russian Sputnik (claimed to 
‘have doubled the rate of instructional innovation in New York in 

15 months) would constitute crises accelerating the invention and 
adoption of change. For all that, the diffusion and durability of 
these changes is doubtful. No doubt a good deal of legislation was 


People 


te of curri- 
cular change €oreign languages, mathematics, 


Majority of schools was untouched, 


reduced or varied), mbodied changes in the kind of 

people employed, in the way they wer 

dents, in the nat materials they used, or in 

The Programmes which did 

of only two or three 
Recent attempts to in 

outside consultants. 


. ' 
» used the 'trainer 


i P 
or change agent team' as an instrument for internal reform. Miles 


[36] calls these mechanisms "temporary systems'; they are, he says» 
’ 

"task forces’, as Opposed to the 'per- “ 

he school cannot escape, The most effec 


tive agents, both in indust ion, seem to be social psy“ 


chologists who 
needs, problem 
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es outright and then persuade con- 
he organizational procedures (role 
intensive conferences) are akin to 
ic techniques used with individuals. 
f a presumably neutral officer 
"roving educational catalyst" 


Sa than originate new devic 
ers to adopt them. Many of t 
Playing, sensitivity training, 
counselling and psycho-therapeut 
Another technique is the assignemnt O 
as "dean of innovation and change' or 
or vice-president for heresy’. 

In market economy countries change i 
Commercial firms. A new textbook, for ex 
cussions over a wide area. In the case of textbooks, audio-visual 
aids, laboratory materials or kits, profit-making firms tend to 
innovate early, before the majority of schools have begun to change, 
and to attack aggressively with advertising and sales representa- 
tives, On the other hand, commercial interests tend to obstruct 
changes which would reduce the market for a product already in use. 

he net result is that the more conservative schools are pulled 


forward and the more innovative are held back [6]. oa d 

In a remarkable number of case studies, the decisive figure 

ed ges as the chief administrator of the school or of the local 
“cation system. Employment of new teachers, addition of new 


c - ae 
totses, reallocation of time between different subjects, insti 
ution of experimental programmes? all tend to be applied from 

Sbove, hat the external pressures through 


Perh, i imply t 
whi aps this means simply P pee d 
thich Most changes come are transmitted via the administrator, m 
S Such changes are, after all, made essentially to please or P 
e outs; 
ide agents. ` ; vai teide 

the However, a chief administrator 1s neither ee eae and 
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he public and 
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or showing 
. Other studies 
staff inventiveness, 
ices developed by each 
rincipal's support for 


number of new pract 
teacher, and the staff's awar 


eness of the p 
innovative teaching. 


IV Ch 
aracteristics of resisters and innovators 


l. RESISTANCE 
resistance to change is proportional 
ed in the receiving system. 
duals resist most strongly at the 
nge is greatest. The change comes 

+ dividual reacts defensively, 
Havelock [23] reports 
le disturbance or 
as imminent. As a tentavive 
esist in particular all 
r the classroom or 


Ane 
to eo maintain that 
8ychologiere of change requir 
Point aig note that indivi 
to be ere the pressure of cha 
Often igh as a threat, an 
on an a aaa former practices mor 
tWetones conn study in which there v: 
YPothesis to change until the change W 
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c 
anges whi 
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Ver t 
n w studeny ia ite mae 
ae a concentrate 0 qaeititating Su eee 
tenes” to ome take an example given by \ataoŭ 4 y tHE itt 5 
toss, among mi teachers to pay attention to individual diffe 
Sta, aa ich tiga, they should be invited to analyse the fac~ 
the w@td test vent such attention (large classes» single textbooks, 
New teacher s). By removing these pressures» there is released in 
by orm, eam igs tendency to adapt to individual pupils ina 
tang EPs whi oe the technique is that of introducing innovation 
e. and Serco T calculated to cause the least amount of resis- 
ca ption. : 
forma) nin fo look at resistance in term 
hag Wa, wh is the mirror image of an adopti 
(i) e er a Innovation = Demand — Resistance 
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; š t bad ial 
(iii) Direct conflict: resistance is mobilized (this is the crucia 
stage). 


(iv) The Changers in power: wisdom is needed at this stage to j 
keep latent opposition from mobilizing. Resisters are now picture 
as cranks, nuisances, 


(v) The first circle: old adversaries are as few and alienated 


as advocates were in the first stage. Advocates now resist new 
change. 


Resistance in personality 


This topic is well covered in clinical literature, it is important 
to locate the mainsprings of resistance to change, Let us look 
briefly at the three taxonomies in the literature on innovation: 


(a) Watson [55]: '8 forces of resistance' 


(i) Homeostasis. The organic desire to maintain balance, ex- 
pressed physiologically for example by the need to maintain fairly 
constant such states as temperature or blood sugar. Example: the 
school administrator who, after a short period of sensitivity 
training, is temporarily more open and receptive to suggestions 
from teachers, but soon reverts to his more characteristic brusque 
and arbitrary manner, 

(ii) Habit, 
will continue 
preferred, 


Unless the situation changes noticeably, 


organisms 
to respond in their accustomed way. The f 


amiliar is 
(iii) Primacy. The way in which 
copes with a situation sets 
Example: teachers who, 

continue to teach as th 


(iv) Selective 
ideas as fit an 
by blocking out 
who won't gee!, 


the organism first successfully 
a pattern which tends to persist. r 
despite in-service courses and supervision: 
ey themselves were taught in childhood. 
Perception and retention, 
established outlook, 
new information ,, 


Admitting only such new 
as in protecting prejudice 
"there! é those 
e there's none so blind as 


(v) Dependence, Notably, 


2 on views of peers and hierarchical 
superiors . 
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be Superego. The enforcement of moral standards acquired in 
ildhood from authoritative adults. Example: blind respect for 


tradition. 
(vii) Self-distrust. Example: 


a ie 
ee teachers and administrators to correc 
ces, 


hesitations on the part of students, 
t existing mal-prac- 


ge Insecurity and regression. Tendency to flee change by seek- 
= & security in the past or in fantasy life. Example: reactionary 
Ppeals to ‘fundamentalist’ forms of traditional education. 


(b) Guskin [23]: ‘individual variables in knowledge 


utilization’ 


Individuals with less 


i 
G) Sense of competence and self-esteem. 
ing to try out innova- 


co: i s . r: . . 2 
mfidence in their abilities are less will 


ti A : 
Ons. In their working lives, they would be more likely to reject 
titutes a threat to their 


a ae and the strange because it const h : t 
= eels Studies of teachers show a ‘fear of failure’ which 
them more resistant to new practices than other professionals. 
ee Authorttarianism and dogmatism. The authoritarian persona- 
ty has a strong tendency to accept directives from dictatorial 
i and a rigid rejection of any changes emanating from out- 
© sources. Such people are less open minded than others; they 
old on for a longer time to an © igi i pretation about which 
d with changes in their environ- 
y and only t 
1 reading of a situation. In cli- 
d low on the dogmatism scale were 
ons, while those scoring 
d by dictatorial leaders. 


m 
eet they tend to respond slowl 
nical p arad with their origina 
Predi Studies, teachers who scored, } 
igh Sposed to accept educational innovati 
accepted innovation only when propose 


Gii) Feelings of threat and fear. We have discussed this point. 
n his self-image and tends , 


Person has a need for consistency i 
hone E to distort new information in order to maintain that 
or 5 Self-fulfilling prophecies. Our expectations of failure 
ey UCcess; effects of early experiences (when initial changes are 
faiq sting, tecietance increases); others' expectations of our 
ure or success. 


Civ) 
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(c). Harvey [21]: the 'conceptual systems approach! 


Harvey holds that people have different ‘cognitive styles'; they 
organize and present information in particular ways, closely 
related to their personality traits. Faced with a given situation, 
an individual will structure it and make sense out of it in ways 
compatible with his motives and subjective ends. 
from highly concrete to highly abstract systems. 
The highly concrete self-system has the following character- 
istics: tendency ‘towards extreme, more polarized evaluations 
(good-bad, right-wrong, black-white); greater dependence on status 
and authority as guidelines to belief and action; intolerance of 
uncertainty, with a tendency to form judgements of novel. situations 
more quickly; poorer capacity to act ‘as if » to place himself in 
the position of another Person, to visualize a hypothetical si- 
tuation; holding of opinions with greater strength and greater 
certainty that opinions won't change with time; high conventional- 
ity and ethnocentrism; high score in dictatorialness (high need 
for structure, low flexibility, low encouragement of individual 
responsibility, high punitiveness, low diversity of activities). 


People vary 


(i) Reject 


ton through ignorance. 
unknown, i 


When a given innovation was 
sunderstanding: 'I don't 


ials are available'; I don't 
know howto use the movie Projector', 
(ii) Rejection through default. 'I never use a tape recorder +: 
Just don't use it, that's ali, 


(iii) Rejection by main 
di 


48 


at i y 
a aee through social mores. When the teacher believed 
count seni did not find an innovation acceptable, and there- 
aie Gale use it herself: 'I don't use the museum. There 
ertain classrooms that visit the museum’. 


(v) ; : 4 " 
caking ER through interpersonal relationships. By indi- 
tilar at friends did not use an innovation, or that a parti- 
tipal RDS environment made innovation unacceptable: 'The prin- 
oesn't i . sin cove 

ma erias think less of a teacher for not using audio visual 
(vi PEON 
a Rejection through substitution. ‘I do more work with 

s and things like that than with audio-visual’. 
(vii . 4 a 
gee Rejection through fulfilment. When the teacher was certain 
Roe ready knowing the ‘best’ or ‘only’ way to teach: 'I would 
vo take additional instruction in A-V materials because I think 
A take those things you are interested in, and I am interested 


n music and art'. 
(viii PEE , 
(viii) Rejection through expervence. 


inci e t 
a when an innovation was tried and failed: 
e filmstrips at the beginning because they are a nove 


af ; 
ter a while they get bored’. 


As in the recalling of an 
'The children 
lty, but 


ae Eichholz and Rogers [14] also present a revised framework for 

cal identification of rejection responses. Fig. 8 tabulates typi- 

heme they found for various forms of rejection, and diffe- 
iates between 'real' and 'stated' reasons for rejection. 


in Ace second example is 4 study of seven contested innovations, 
ë ae USA (including rural free delivery and women's suffrage). 
SRS ents were of four types : (a) those who favoured the 
who oS but disagreed with the form it should take; (b) those 
oles cess independent groups of their own to defeat the innova- 
Pee those who were inspired or coerced into opposition by the 
Stuer (d) those whose resistance was. only incidental or 
ional, their real interests lying elsewhere. 
It is important to mention at this point that there is often 


good * 
cause for resistance- changes are not necessarily 


As all 
The quality, value, rele- 


Wa h 

vaneenteds resistance may be justified. lity 

Sage or feasibility of the proposals may be deficient at the 

be et or at any point in implementation. This is most likely to 
f change are alienated from the world of 


s 
© when the planners © 


Se for whom they are p 1 too often in the case of 


tho 
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lanning- Al 


Fig. 8: A framework for the identification of forms of rejection 
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Uninformed 


Doubtful 


1. Comparing 


2. Defensive 


3. Deprived 


l. Anxious 


N 


+ Guilty 


3. Alienated 
(or es- 
tranged) 


Convinced 


"The information is 
not easily available.' 


"I want to wait and 
see how good it is, 
before I try. t 


"Other things are 
equally good,! 


"The school regula- 
tions will not permit 
Le, 

"It costs too much to 


use in time and/or 
money, ' 


"I don't know if I ; 
can operate equipment. 


“I know I should use 
them, but I don't have 
have time,' 


"These gadgets will 
never replace a tea” 
cher,’ (‘If we use 
these gadgets, they 
might replace us.' 


'I tried them once 
and they aren't any 
good, ' 


i 
oie from one context to another, the technical 
network, a e ges » in, say, an educational television 
Perceive. unde e nE scheme or a new curriculum, neither 
Into S S i rstan nor value the basic purposes of the schools 
make Fagin e innovation is to be imported. They object is to 
vation i that the target audience accepts or 'buys' the inno- 
> little concern for the durability or the depth of the 
the possibility that the innovation might 
A number of technological innovations 
and equipment that the ser- 
d instructional practices 


adopti 

<r not to mention 
i nate or harmful. 
ve been so demanding of time, space 


Vicin, z 
sev, of the innovation has disrupte 
ere or has left other schools with fewer resources. In other 


Cases 
» a new practice has set off a chain reaction of resentment 
istrators and wariness 


Pris sas impatience among admini 

io i and parents with the result that other sectors of 

fu Ol have suffered even if the particular project was success- 
I A 

Sa toe A, when experts are unwilling to identify with or to 

tise ig ted into the value system of those for whom their exper- 

"ethog ae ened, they do a double disservice: they promote a new 

Waves ee tool which is unlikely to survive — or, if it does sur- 

ead: ey Fania to resemble the original method or tool proposed — 

piterna eave the community or school with no greater capacity or 

: e 

Nistratgr® experts came on the scene. i 

Poseg a 8 or teachers is to differentiate between @ change which 

ee an Teal threat and one which is resisted simply because it is 

feels alien. 


2, 

M THE Twwovators 

achia 

c vel]: 

De to ae wrote in The Prince that ther 

mep Mde pay out nor more doubtful of succes 

luk, as ene an to initiate a new order of thin a 

ar, atm q mies in all those who profit by the old order and only 
>E efenders in all those who would profit by the new’. Who 


Shang. n AE ; 
a “N i * tes i ionalize 
nge «. “ho stimilate, initiate, implement and institut 


in 
Ber, CO education? 
D ibea sting on his compendium of case studies, Miles [37] de= 
a a hi persons as strong, benevolent, high in intelli- 
hen Mdualises ability, less bound py local group norms, more 
: Stic and creative, revealing authenticity and enthusiasm 
Wading others, often rebellious, alienated, excessively 
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e was ‘nothing more diffi- 
ss nor more dangerous 
gs, for the refor- 


bel- 
idealistic, emotionally stable, and prone to resentment and re 
lion in the face of adversity or disillusionment. 4 tie urni 
A more clinical picture comes from Harvey [21] an ‘i ababeaet™ 
"conceptual system', characterized by a high degree e 
ness': a more complex, enriched mediational system wit abies 
ability to depart from immediate situations ... less pate a Bole 
greater relativism ... freedom to solve problems and evo ok mee 
tions without fear of punishment for deviating from establi ait 
truth and social imperatives ,., high task orientation, info 


S $ > ` : nce. 
tion seeking, exploratory behaviour, risk-taking, independe 
the Omnibus Personality 


score high on the autonomy (AU) a 
scales, 


On 


nd religious orientation a 
nically as emancipated, li = 
lly open to new ideas and experienc 


. r A » ing 
he innovative Personality in PaA o 

, A F n + ate 
her innovator is described as someo 


change it; he trusts his own evalo JEN 
3 he sees the Surrounding world as applauding ements 
he achieves his has high needs for autonomy, achiev 
order, and support from others, Similarly, ' 
Lazarsfield and Katz [27] characterize a person with a magert ae | 
: willingness to take risks, belief 1n se 0 
ge and in impersonal Sources of information, $€” 
competence, faith in his capacity to control the environment: 
opposing or ‘traditionalist! Personality places more trust i? ron! 
friends and fami han in scientific evidence and is 
Lippit [2 


ty 
characteristics of 


. . nals 

interesting remarks on the es 1) 
He found that teachers pager they 

Nnovation diffusion process, i 


teachers 


; i A c 
mitted to the prof ar of failure or rejection; were highly out 
š ession and will]; ï . gsio 
Professional Matters, 11ling to engage in discu a 
As already mentio re 5 
ned, the key ; P tion 2 2 
the inventors th Y innovators in educa he first $ 
e ; St adopt new ideas — t ing al | 
research on q Binning of the S-curve of adoption. Draw xh 
on diffusion of lnnovations in rural sociology, 4” | 
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engineeri 
aosta ing and anthropology, Rogers [47] comes up with a useful 
Picture of the innovator: 


@ f 
nn A . . Pi 
educatio Qvaters have relatively high social status, in terms of 
n, prestige ratings and income. 


(ii 
soe nee neta generally are young. The young, Rogers argues, 
the establish y to be conditioned by traditional practices within 
ippite [28] r culture. In a study of educational innovators, 
Mean. His ound them, however, to be younger and older than the 
rooms AFORE Naot h er teachers who have returned to class- 
out new ig aving raised their own children were willing to try 
the same we and practices, and that others were bored with doing 
Tre pote hing year after year. The older teachers proved to be 
Younger aang adopters of innovations than the young, whereas the 
ON ; chers were more potential innovators. 
tant o revapnal and cosmopolite sources of information are impor- 
Cannot P i When innovators decide to use a new idea, they 
raw on the experience of others i 


a 
Tes 
ult. ; 
Steh as ieee must secure new idea 
e mass media, and from 'cosmopolite sources' outside 


theip = 
ary t immediate environment. In studies of the diffusion of new 
Pattern, ne physicians and of hybrid seed corn among farmers, t 
tctings Were similar: early adopters attended more out-of-town 
it, „cad professional journals, made more frequent trips to 
Y and contacted several sources before making a judgement. 
The cliques and formal organi- 
ly to include other innovators 
s ffairs beyond the limits of 
h ir Sket! [47]. Teachers at more innovative schools usually 
ide their community. 


guess was that old 


n their social system. As 
s from impersonal sources, 


he 


(vy z 
nn , 
ne J; Svators exercise opinion leadership. 
th theme are likely to be viewed as deviants by their peers 
i ' 
e emselves. Schon's definition of the "product champion g 
industrial product against 


h 
Qin Posi os POnsors a new business OY l 5 
bien oo is a ease in point. Schon [4g] pictures him as 
we d o Strong will, atttracted toO risk, set against the esta- 
th rder, with great energy and the capacity to invite and 


an . 
d disapproval. 


best- 
Aste ae known typology of the dev 
l. He classified the foll 


innovator is that of 
the 'dissident', who 
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iant 
owing: 


has consistently refused to identify himself with some of ph, 
ventions of his group; the 'indifferent', who is prepared to a 
new ideas because he has not committed himself to a custom oe ts 
ideal of society; the ‘disaffected’, who is at odds with soc Mil 
as a result of such variables as marginal status, disillusion! sie 
frustration, generalized social anxiety, guilt depression, cir E 
vention by specified enemies; and the 'resentful', who is suscep 


z oth 
ble to a suggestion of change because he has little and often n 
ing to lose by acceptance. 


As a footnote to Barnett, 
or underdeveloped communities, 
are the innovators, 
the situation is rev, 


: a ia a 1] 
Katz [27] claims that in prenin on 
the most marginal and disaffecte 


| 
: +eamate | 
t they cannot attain socially legitima | 
goals by the accepted mea 


x e 
and are driven as a result to us 
new and deviant means to reach their objectives, 
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V Traits and functions of innovative insfitutions 


Socie 
t b P y 
y created such institutions as schools in order to attain 


Tes; 
Sist or reject improvements. 
ologists have written at 
typical F innovative organizations. A 
escription is that of Steiner's [51] ‘creative’ organi- 
|s which encourages s open channels of communi- 
ct with 


ton, is d si 
ecentralized and d 


utgi 
ous types 


i 
bjecpi, wees employs heterogene of p 
meas E tia fact-finding approach and is willing to try out new 
ane Ft, a -r merit, regardless of the status of their originator. 

T do Creative organization is 4 collection of creative per- 
high Mort TE get in one another's way: eee / 
Tog. '€ache 1], schools with ‘high adaptability’ were those in 
Port i S Wines were more highly trained and more receptive to 
Pubs OF gent ideas; where administrators provide active sup- 
thap CS Bie rather than remaining neutral; and where the 
ang the ke itudes favoured modern practices. Mort tried to prove 
eee hi 4 dependent variables were (a) higher financial support 
tog čeh in er level of parental education and occupation, but 
Niza Trobo Other parts of the USA and in other countries has 

H rated that thesis. Marcum's [24+] study, using the Orga- 

limate Description Questio showed that innova- 
n-autonomous~ 
55. 


t o 
We Ral ç h 
eh nnaire, 
ad open climates (on a © 


Schoo 
ntinuum of ope 


controlled-familiar-paternal-closed), higher pep s 
staff members, larger professional staffs, and staff member 
remained in the system a shorter period of time. . or. 
We can group a good many of these characteristics aroun ~ 
ten dimensions of ‘organizational health’ [38]. In general ter silt 
a healthy organization 'not only survives its environment, but a 
tinues to cope adequately over the long haul, and continuously 
velops and extends its surviving and coping abilities. ! However: 
in scanning Miles' list, we should point out that social pape 
logists have only begun in recent years to design instruments wh 
can measure the presence or absence 
following ten dimensions, 
the behaviour of persons o 
lated to tasks, 
and the way in 


of these properties. On the 
many of which are drawn by analogy ae 
r small groups, the first three are a 
organizational goals, the transmission of messag 
which decisions are made; the second group (iv y 
vi) refers to the internal state of the organization; finally the 
are four dimensions which deal with growth and changefulness- 

(i) Clarity and acceptance of goals. 
members are reasonabl 
Goals must be achieva 


In a healthy organization 
y clear about goals and their acceptability: 
ble with available resources and be appro” j 
priate, i.e., more or less congruent with the demands of the env? 
ronment. Elsewhere, Miles [39] calls for instruments and work pe 
thods in schools for specifying areas of vagueness and dissent ae, 
goals and for increasing understanding of goals through cage 
Instruments are needed to help teachers assess precisely what t p 

A S of their work have been. We also need YoY 
tine behavioural data (on Morale, perceived norms, conflict) aS 
much as we do information on budgets, scheduling and staffing- 

i Adequacy of communication. 'Since the organizations are 
simultaneous face-to- ike small groups, the movemen TA 
em becomes crucial, ,, This involves dist 
vertically, horizontally and across the an 
A O and from the surrounding environment P 
People have the informati y need and have gotten it withou 


dim 
ach 
pro a result of defen 
teachers and administrators, between teachi 


the requirement is 
i J wheth 
use, what children have to Say [39] ai 
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siveness), between 7 
ers and children. F° 
adults can hear, 4% 

Similarly, the adequacy ° 


co i : f zuši z = $ P 
mmunication between child socialization agencies, including 
Parents, could be measured. 


aD ret power equalization. _Subordinates can influence 
ith ee can perceive that their superiors can do the same 
ahi eir superiors. Units stand in an inter-dependent relation- 
tht to one another, with less emphasis on the ability of one 

to control the entire operation. 
A healthy organization, like a healthy 
people are neither overloaded 
ondence between their personal 
People have a sense 
f making their 


F Resource utilization. h 
iu a works to its potential: 
char ling; there is a close corresp' 
of ane and the demands of the system. 
SS earning and developing while in the process 0 
Ntribution to the organization. 
Sa Cohestveness. The organization knows ‘who it is'. Its members 
tion attracted to membership. They want to stay with the organiza- 
Stres be influenced by and have an influence on it. Lippitt also 
Pea this point [28]. He asked teachers to comment on what cha- 
he eE hinder or facilitate innovation, with reference to the 
and ing Practice itself, physical and tempora 
i relations and personal attitudes. It appeared that 
on ers who felt that they had an influence on other teachers and 
h School policy were likely to share information, new ideas and 
elr own problems with others. Those who felt alienated from col- 
fagues saw no point in communicating since they were convinced 
at no one would listen. 


ry Morale. The sense of well-being or satisfaction, as judged 

ee individual sentiments or responses. Despite the vagueness of 
nig Concept, behavioural scientists have isolated some of the 

™Ponents of high and low morale. Carl Rogers [45] speaks often 
Psychological safety’, a sort of 'trust', and of 'psycholo- 
lities of trust 


gi e 
cal freedom', or ‘openness’. Schools with qua ; 
personal relations and 


Openness — as measured by the inter 
S perceived to exist in the system by school personnel = tend 
reate a psychological climate favouring change and innovation. 
Pin Innovativeness. VA healthy system would tend to invent new 
icedures, move towards new goals, produce new kinds of products, 
Suan oliy itself and become more rather than less differentiated 

r time. In a sense, such a system could be said to grow, develop 
Change, rather than remain routinized and standard.' [38]. 


Norm, 
to c 
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In structural terms, there are a number of yan aaa 
Aaa systems with these properties could be expecte Fas peranna] 
tionalize innovation: to devote space, time and sye up change” | 
career and organizational development programmes; Z Jevelopäiit 
generating and experimental units with a research an 11, envir“ 
function; to provide rewards for innovators; to instal eighbout 
mental scanning' mechanisms whereby new developments in n 


ing schools, in community agencies and in ministerial policy 
making are applied to the school itself. 


ee . m the 
(viii) Autonomy. A healthy organization is independent fro 


£ ively to 
environment in the Sense that it does not respond passively 
demands from without, 


nor destructively or rebelliously pal 
demands, Like the healthy individual in his transactions wi nity 
the school system would not treat its re&ponses to the commu 
as determining its own behaviour. PE 
(ix) Adaptation. The idea is that of being in eager to 
tive contact with the organization's surroundings. Its abili é 
bring about corrective change should be faster than the chang 
cycle in the communi 


ty. à 
nc 
(x) Problem-solving adequacy. 'The issue is not the prese 
or absence of Problems, 


up 
but the manner in which the person, atte 
or organization copes with Problems ... [in] an effective eye the 
problems are solved with minimal energy; they stay solved; en 
problem-solving mechanisms used are not weakened, but mainta ot 
or strengthened! [38], Conflicts are treated as an indicator t 
changes are needed, git? 
By the way of 9)* 
can be respresente 


eived 
thers! 


a resumé, Miles! 


: ; 1 he 
concept of organizationa 
d more dynamical] 


z ige 
y in a schematic chart (Fig 
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Fig. 9 
. 9: Mod e : : 
el of organization functioning and change environment. 
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Rion 
Acce Systems 
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Returns 
of Work 
| (ORR a 


{oterpersonal Process Norms 
c penness, Trust, Inquiry 
i ollaboration, Consensus, 
ndividuality, etc.) 


Tommunication Adequacy 
and Power Equalization 


Resource Utilization, 
Pehosiveness, Morale 


(Academic Soci 
zation, Custodial 


Pupil Morale and 
Learning Motivation 


ees 
Environment 


quawuosAUR, 
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VI Planning and executing change 


l. OVERVIEW OF MODELS 


Ave 
r "e n : i 
much y suspicious aspect of the literature on innovation is that 
of it analyses changes that have already taken place. The 
ange 


tudi 

a e based on histories of more or less unplanned ch 

and Sa andets are made of how in fact the process took place 

been oe Pee are drawn up to show how the process might have 

change ia erated. We shall know a lot more about the dynamics of 

its full en we can control a given innovation from its genesis to 
N adoption, rather than re-create 1t after the fact. 
Onetheless, these case studies are justified in that one of 


e obj i A . 
bjectives was to identify a natural process of change. By 
we can isolate the phases of change 


trac: 
a ee the sequence of events, 
A place naturally, 1n order to take account of these 
Ae ions when drawing up 4 P n : 
the ry we have seen, these phases differ according to t n 
adopties sociology model (avareness-interest-evaluation trial- 
rom on) foresees a different pattern and observes the process 
or i different vantage point from the theory-into-practice model 
has Problem-solving model. Each, in turn, as it views the change 
Series differently, implies a different strategy and a different 
ly and of techniques in order to bring about the change more easi- 
Th, More perfectly the next time round. ; 
trating literature contains three principal types of models illus- 
em & how change takes place. Let us first take a quick look at 
Drow? before examining them in detail. The first, 4 theory-tnto- 


acti é 
tice model or ‘research and development’ model, views the pro- 
by which an innovation is 


lanned sequence. 
he analyst. 


Ceg 
Toeg a'rational sequence of phases, n o 
tie ed or discovered, developed, produced and disseminated to 
User Ser, The innovation is not analysed from the viewpoint of the 
Nor does research begin as a set 


ang who is presumably passive. 
o to specific human problems 
eories which are then turned in 


, but rather as a set of facts 
to ideas for useful products 
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and services in the development phase. The knowledge is then mass- 
produced and diffused to those for whom it might be useful [23]. F 
This model is distinctly American in its emphasis on the trans 
lation of basic research into applied knowledge. 'It is assumed 
that medical progress is based on progress in the basic biological 
sciences and that engineering ... has been made possible by ad- a 
vances in the physical sciences. Usually there is only a dim under 
standing of how the knowledge gets transformed into something i 
useful, but the firm belief remains that somehow it filters down. 
[23]. Similarly, in Eastern European and Latin European systems, 
where research and development activities are centralized at the ih 
ministerial level and dissemination takes place only after a certat 
number of controlled experiments have been carried out, we have 4 
variation on the theory~into-practice model. There is, however, 27 


assumption that links exist between the research and practice R 
worlds. Havelock [23] illustrates the 'interface' in diagrammatic 
form (Fig. 10). 


colleagues, In a 
ish , this strate 
istrator or teac 


P say fie 
gles, but the emphasis g 
n manipulation fro 


Fig. 10: The interface of research and practice. 
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way in which the process of change is conceived in the three 
models is reconstituted in Fig. 11. [23] 


Fig. 11: Three models of the change process 


R&D Prablem-solving Social interaction 
pt en oe 
SS a cea cern 
1. Invention or 1. Translation of l. Awareness of 
discovery of need to problem innovation 
innovation i, 
2. Development 2. Diagnosis of 2. Interest in it 
(working out problem 
problems) 
; its 
3. Prođuetion 3. Search and 3. Evaluation of it 
and packaging retrieval of appropriateness 
information 
4. Dissemination 4. Adaptation 4. Trial 


to mass audience of innovation 


5. Trial 5. Adoption for 


permanent use 


6. Evaluation 
of trial in 
terms of need 
satisfaction 


ely planned (R & D). ps 
activities of the resource a | 

social interaction model focuses on EN®, 

user person and the Problem-solving model on the change agent i 

64 


interaction with the user. Finally, Havelock [23]points out that 
the dissemination strategies in each model are different: one-way 
Media for information and training (R & D); two-way involvement 
between sender and receiver (problem-solving); and a variety of 
transmission media (social interaction). 

Fig. 12 enables the models and the sequence of events within 


€ach to be compared (see following page). 


2 
OVERVIEW OF STRATEGIES 


Operationally, we mean by a strategy a set of policies underlying 
Specific action steps (or tactics) expected to be useful in bring- 
ing about the lasting installation of a particular innovation [37]. 
his set of policies must take into account the innovation itself, 
the process of change, the characteristics of "target' individuals 
Or groups, and the nature of the system adopting the innovation. 
There is, of course, no one strategy which can be applied to 
all types of innovations, processes, adopting groups and adopting 
Systems, Experience has shown, however, that certain combinations 
i Sequences are more effective than others and that certain pre- 
Conditions must be met if any progress is to be made. For example, 
atson [39] argues that structural approaches achieve the best 
Tesults, Effective change sequences in schools usually involve 
j{tuctures first, altered interaction processes next and attitudes 
ast, Watson claims that so long as the one-teacher~per-classroom 
nadel is maintained, it will be impossible to create the situation 
interdependency and contact which leads to diffusion of new 
Factices., As a result, such a structural change as the creation 
~. team téaching units is seen to have brought about more changes 
th teacher sensitivities and skills than could have been achieved 
rough human relations training with a staff operating within the 


**lt~contai m system. 
ae atson ee ae all strategies should take ee ie g 
in Ount of resisting forces in the adopter as of tactics ror : ne 
fue about adoption. He lists five pre-conditions for any Fea 
tha attempt at institutional change: (i) pane Te on waitin 
Gi the project is their own and not wholly devise ine of, 
off, . © Project must have the whole-hearted support z oe fd 
ace tals of the system; (iii) the project must be in fairly c eee 
K Ord with the values and ideals of participants; (iv) the parti 
ats should experience support, trust, acceptance and confidence 
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ee ë 
Fig. 12: Stages typically included in models of change within thre 
schools of research. 
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in i : F 
Aa ee with one another; (v) participants must feel 

ae Pa Bucornony and security are not threatened. 
cn tae ts a cence ty renee! wich ter fel Sat 
Not suit their i y proposal which they feel does 

i. nee em sty e of classroom management. 
EER A ranee 
TOES, professi T m t at used in a decentralized, 
will “i Lona ized framework. Similarly, the potential adopters 
[20] : sensitive to different tactics in the two systems. Guba 
ee n a topology of strategies which depend on the nature of the 
Tent. t « More specifically, Guba's list is a collection of diffe- 
adopter t- of motivation and intimidation: value strategy — the 
in term is viewed as a professional to whom an appeal can be made 
a value priorities (e.g., on behalf of ‘what is best for 
asis ae ); rational strategy — the adopter can be convinced on the 
They aga hard data and logical arguments of the utility, feasibi- 
adopte „effectiveness of the innovation} didactic strategy — the 
eie is willing, but untrained; psychological strategy — the 
oak a has needs for acceptance, involvement and inclusion which 
lie Regge to influence him; economic strategy — the adopter is 
cee ated for agreeing to adopt or 1S deprived of resources 1E 
Wess A authority strategy — the adopter can be compelled by 

from hierarchical superiors. 

TE of these strategies is then related to six diffusion 
heuer A telling, showing, helping, involving, training and 
teg vening. What should be 'told' in relation to 4 rational stra- 
Helge scientific facts — wou om what should be 
trali in relation to a psychological strategy — experiences. Decen- 
ars systems must rely on the more indirect methods (rational, 
Usa p Seica, value priority) while more centralized systems might 
ër ae authority or economic strategies. Guba ends with the remin- 
emplo a fechaigues should be consistent with the strategy they 
on] Y: "There is no point in quoting facts and figures if the 

Y effective way to approach an adopter is to buy him.' 
e link between tec 
he change pro 


Fig. 13 depicts th nl intervention 
cess ; 


and 
the various phases of t 
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Fig. 13: Co-ordinating change agent activities with adoption 
activities, 
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Chin and Benne [12] have regrouped these categories into basic 
types. The new clusters are useful not only because they corres- 
Pond more closely to our three process models, but also because 
they can be referred more specifically to different kinds of minis- 


terial or policy-making traditions. 


(i) Emptrical-rational approach. The implication here is that 
men are rational, and that they will follow their rational self- 
Interest once it is shown them. The innovation will be adopted ast 
it can be rationally justified and if it can be shown that the 
adopter will benefit by the change. The assumption is also that 
reason determines the process of initiating innovations; thus scien- 
tific investigation is the best way of extending knowledge, from 
basic research to practical application. Such a strategy has its 
best results when the public is ready to accept a new invention. 
When there are difficulties, a public information campaign 1s often 
used, The approach is least successful when there is strong resis- 
tance among potential a’opters- 
(ii) Normative-reeducative approach. The: assumption here is that 
the adopter is not passive, waiting for solutions from without, 
but rather in active search for a solution to his problems. The 
Strategy is based on a psychotherapeutic model of change-agent — 
(counsellor) and adopter (client) in which, with the collaboration 
°f the agent, the client works out his changes for himself. The aim 
is less technical training than changing of attitudes and values, 
With two principal objectives: (a) to improve the problem-solving 
Capacities of the client or adopting system, in particular the 
„uman relationships as these bear on the functioning of the system 
itself; (b) to bring self-clarity and personal development to the 
‘Ndividuals within the system, on the premise that personal changes 
Vill lead eventually to organizational changes. 
Gii) Power-coeretve approach. The strategy here is to use poli- 
tical and economic sanctions to enforce change. This approach is 
Necessary when legislation is involved (comprehensive schools, new 
ĉXaminations, better trained teachers, new curricula), but is also 
t © common in aa of bringing about less sweeping reforms in coun- 
noes where the teaching and administrative staff are expressly 
tred as civil servants. We should bear in mind the fact that 
Making an order does not mean that the decision can be carried out. 
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i . r new 
To be adopted at the personal level, most innovations — s 
knowledge, skills, attitudes, often new value orientations. 


i ation- 
social level, there must be changes in norms, roles, and rel 
ships. 


3. THREE MODELS OF HOW CHANGE TAKES PLACE. 


Research, development and diffusion model 


The majority of models 


z i r n 
and strategies in education are based 0 
the transfer from theor 


y to practice. The process of change 1S ie 
beginning with the identification 1- 
f an idea, proceeding through dever a 
otypes) and ending with the diffusi 
oup. The major emphasis is on the je 
scale, for which specialized a 

t ncies, laboratories, experimenta 
units) are required for scientific research, development and ded 
i n. Mechanisms must also be inclu 
tem, The protot 
defence and, i 


ond” 

3 & before dissemination takes place. Sec 

ly, the model implies p1 Massive scale, completed bY fet” 
a division of 1 , f 


E y . 2 
e subdivision of knowledge flow into á 07 


i z j pr 
ents which dink the research community 4” 


dissemination ae or i 
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io Each of the four steps involved in the model — research, deve- 

T ee diffusion and aoption — is itself divided into sub-tasks 

an specific objectives, criteria and relationship to the over- 

ae or of change. The most complex and complete prototype is 
o uba and Clark [19] which is shown in Fi 14 i i 

E lh lg g- in a highly 


In no country, admittedly, do mechanisms exist which perform 


a4 ae 7 these tasks as comprehensively as outlined by Guba 

ean ark, not to mention the lack of a sophisticated co-ordinating 

hee most countries, research activities are performed in 
sities by individuals carrying out individual rather than 


Comm : A : 
on projects. Team research — required for major research and 


png gpa — is unknown in education and only a recent 
diset as in industry. Most activities are theoretical, uni- 
S e coo poorly funded and suffering from a shortage of 
that personnel. As to development, Guba [20] himself points out 
tone sep practitioners nor researchers are particularly compe- 
Tespo o undertake it and that each assumes that the other has the | 
atso nsibility of inventing and designing prototypes. This phase 1S 
Pe i a mnie expensive. Until recently, 1t has been left to 
subs reial interests (publishers and manufacturers)» who hired the 
jou specialists and technologists required for preparing, 
E ae and packaging new materials. Such agencies as the Amer- 
embr regional laboratories and British Nuffield projects are 

yonic attempts to install a development capacity within the edu- 


“ational network itself. 
stg ety the model itself un 
of Phe adoption by assuming tha i e 
iin e practitioner will lead to eventual incorporation of the 
Ovation. There is also the fact that in almost all countries 
nie exist in fact no agencies aside from commercial salesmen and 
is al recommendation for the dissemination of new practices. In 
os pied of the American physics curriculum reform (PSSC), Marsh 
ee Noted the slow rate of adoption owing to the materials 
red approach’ of the developers, who had no deliberate plan 


seie e ivering the materials to teachers. On the other hand, the 

eu nce and maths programmes developed by the National Science 

k ndation were well disseminated because (a) they were designed 

incomplete units; (b) instructional materials were available; (c) 
Service training was offered to the teacher at no cost; (d) the 


t . 

Sals could be used by one 

aane [6]. The key factor 
able to the teacher at t 


s the stages of diffu- 


derestimate 
d self-interest 


t the enlightene 


here is clearly the amount of help 


he outset. 
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Fig. 14: 
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Objective 


Criteria 


Relation 
to Change 


A classification schema of change process 


Research 


Bs 
To advance 
knowledge 


Development 


Diffusion 
= = issemination 
Invention Design DISRTNOEUON ae 


To formulate 

a new solution 

to an operating 
Problem or to 

a class of Operating 
Problems, i.e. 

to innovate 


To order and to 
systematize the 
components of the 
invented solution; 
to construct an 
innovation package 
for institutional 
use, i.e., to engineer 


To create wide- 
spread awareness 
of the invention 
among practition 
i.e., to inform 


ers, 


Validity 
(internal and 
external) 


Face Validity 
(appropriateness) 


Estimated Viability 
Impact (relative 
contribution) 


Institutional 
Feasibility 


Generalizability 


Performance 


Intelligibility 
Fidelity 


Pervasiveness 
Impa 
which it affec 
targets) 


o 
extent ti 
ct ( ts key 


Provides basis 
for invention 


Produces the 
invention 


Engineers and 
packages the 
invention 


s 


Informs about 
the invention 


ull 


Adoption 


Di 
emonstration 


To afford an op- 

it pa to examine 
assess operating 

Qualities of the 

Invention, i.e., to 

build conviction 


To build familiarity 
with the invention 
and provide a basis 
for assessing the 
quality, value, fit, 
and utility of the 
invention in a 
particular institution, 
i.e., to test 


Installation 


To fit the char- 
acteristics of the 
invention to the 
characteristics of 
the adopting 
institution, i.e., 
to operationalize 


Institutionalization 


To assimilate the 
invention as an 
integral and 
accepted component 
of the system, i.e., 
to establish 


Credibility 


Convenience 


Evidential 
Assessment 


Adaptability 


Feasibility 


Action 


Effectiveness 


Efficiency 


Continuity 


Valuation 


Support 


Bui 
cg conviction 
Ut the invention 


Tries out the 

invention in the 
context of a par- 
ticular situation 


Operationalizes 
the invention for 
use ina specific 
institution 


Establishes the 
invention as a part 
of an ongoing 
program; converts 
it to a “non- 
innovation” 


i chool 
Often, of course, this help comes from e a aie 
system itself, in the form of a consultant or 2 fost gaits of 
dapt the device to individual practices. ung A noe 
can A Aier" who can provide horizontal linking (ways o nena’ 
ee with and learning from other teachers or ee hing 
with child socialization in the community) or et E OAA 
(access to new materials or to the new techniques o mere 
science which can be useful at the classroom level = soc 
tests, counselling, group dynamics, role playing). estes 
Brickell [6] argues that there are three separate m hich 
— which he calls 'design, evaluation and dissemination Chins 
are distinct and irreconcilable. He claims that it is Senna ihe 
to design a new way of teaching, another to find out ziem for che 
invention is any good, and still another to demonstrate i wie 
purpose of Persuading others to adopt it. The circumstance ne 
are right for one Process are wrong for the others. The desi 


e ‘ È ‘4 ask 
phase flourishes in "enriched and free! circumstances (a t 
force, an isolated Setting), 


talented men to be paid and a 


ires 
z : requ 
on an invention, The evaluation Phase, on the other hand, 
a controlled, closely observe 


‘fic con” 
accomplish under ea demon” 
the ideal conditions for dissemination 7 uations" 
nary, unenriched and normal — everyday S 


ditions. Finally, 
stration are ordi 


f 
e 
'laboratory', He proposes ape o 
arch agency for administration ° 


» regional d 


ay i P : š 

TE is carried out by the University of Pittsburgh in its 

a mang Research and Development Centre, while the materials are 
s-produced by a commercial publishing firm. After the materials 


a 5 A 

cis eee (the research-invention-design cycle of Guba and 

i S ) at the university, RBS enters into a mutual agreement with 
umber of school districts for preliminary diffusion (the dissem- 


in i PP : . 

“papi demonstration-trial phase of the model). Staff training 

provided for; ‘monitoring engineers’ are sent into the adopting 
nd demonstration acti- 


di í P è $ r 
mee? to supervise in-service training a 
ties; the preliminary evaluation is made. The adoption phase 


(ioristiaties ra contains a process of 'con- 

denen participation’ as the teachers experiment with the new ma- 

axes It also includes further training of administrators and 

woth ine staff and continued monitoring of the new programme at 

laces rough monthly visists over a fixed period of time. When the 

a 8 atory phase is over, widespread dissemination is sought through 
imilar sequence, aided by the mass production of the instruc- 


i 
lonal materials. 


Social interaction model. 

f analysis is the individual receiver, 
ver's perception of and response to know- 
As studies in this area have shown that 

£ spreading information about an inno- 
onal contact, the key to adoption is the 


Ea interaction among members of the adopting group [23]. Re- 
archers usually concentrate on an innovation that appears in a 
ae diffusable form (fertilizer, new drug, audio-visual aids, 
rn W curriculum or textbook) and trace its flow through the social 
Fe of the adopters. They study in particular the effects of 
cial structure end social relationships on the fate of inno- 


Vations, 
th Research has shown fairl 
n gen the same adoption sequ' 
Chapter III (Fig. 7). and may 7 
The jndividual is e 
about it, 
He is general 
s the result 
ovation. 


be lage process, the unit o 
ledie he focus on the recei 
She m coming from without. 
i 4 effective means © 

n is by means of pers 


y conclusively that all individuals go 
ence. We have sketched this process 
ow elaborate further: 


xposed to the innovation but 
or may not be motivated to 
ly passive, in that aware- 
of a need, but rather 


te Awareness. n 

SE ate ee information 
Resa rian information. 

redken a not come about a 

s a need for the inn 
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(ii) Interest. The individual seeks information about the inno- 


vation, but has not yet judged its utility in terms of his own 
situation. 


(iii) Evaluation. This is the period of ‘mental trial', when ens 
individual applies the innovation to his present and anticipated 7 
situation, and then decides whether or not to try it. In en oe 
what is essential here is whether or not the teacher is authorize 


to try out a new device or practice — seldom the case in highly 
centralized systems, 


(iv) Trial. If the Mental tri 
vation on a small scale, 
situation, 


al is favourable, he uses the — 
in order to judge its utility in his o 


(v) Adoption. The results of the trial are considered, after 
which the decision is made to adopt or reject the innovation. 
At each Stage, 


. i er” 
the potential adopter generally turns to diff 
ent sources of info 


rmation. These sources can be personal or ana 
Personal, the latter referring to various types of media (print a 
non-print). Media tend to play a Major role during the ‘awareness 
and ‘interest! Stages, whereas personal sources predominate in pein 
final three stages, In a number of rural sociology and medical Tra 
dies, hat media and commercial sources brought t7 
tion, but that colleagues, friends and Pont 
required to legitimate decisions about a 


: 1 evealed that e 
greatly influence later adopters 
the "cosmopolites! mentioned earlier 
more widely, had more contact with Sp 
educated; senior administrators who ca 
formal leadership; so-called 'opinion 
for advice; "gatekeepers! who are the informal leaders in a SYS" 
(head of teachers! union, head of clique of senior teachers, COW 
mittee chairman, inspector) and who can aig on T der the adoptio" 
of a new idea or Practice, 4 Strategy to RR a given ane 
em may be visualized as in Fig. 15 ‘ 


arly adopters or ean’ 
. The early adopters may ed 
who have read more, trave 
erts and are more highly h 
n enforce compliance agen 
leaders' to whom others t em 
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Fig. 15: ' i 
8 5: A 'stepping stone' strategy for gaining group acceptance 


( i 


The Resisters 


The Rest 
of the 
System 


The Leaders 


The Innovators 


es is the relation of leader to 
that identification in a group 
le in diffusing new ideas 
es and behaviours 


as key feature in all cas 
oe a Psychologists have shown 
ite ith a leader plays an important ro- ®, 
heck. people will adopt and maintain attitud 
HY Ss they associate with their "reference group. Innovators are 
Be ely to be found in a greater variety and number of such refe- 
oe groups and, as cosmopolites, are able to see personal rele- 
a in ideas and things which their neighbours would perceive as 
Wee A society with large numbers of individuals who maintain 
iverse and overlapping reference group identifications will tend 


t . 
© be innovative [23]. 
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Problem-solving model 


the problems to resolve zeak <a 
dance to outside sources. The cha Ene 
ated either by the receiver FF es 
change agent, but in either case the receiver must want [23]. The 
and must participate fully in bringing the change about pe 
teacher who needs help in measuring the effectiveness of a 
types of classroom management, the administrator ee ee 
look at the advantages and disadvantages of non-grading, ii maf 
teaching team which is havi & trouble in collaborating: a 16) [22]: 
ycle of Probelm-solving (Fig. 


Initial disturb; 
inside or outs 


ance (pressure from 
ide, crisis, etc,) 


do 
ision tO 
Feeling of need and decisio! 


nee 
“something” about the 


Application of a possible solution problem 
to the need Diagnosis of need as 4 


i f our 
the field o 
to an external m 
TË the school turns i t To 
ram must be enlarged as in Fig. 
Me. 17; 


diag 


ive 
The problem-solver perspecti 


a i his approach into 
ee “Nthesize the basic properties of thi 
i) ts [2 
2 31, 
tha, Th 
a e 
do tha + 


i. E tant to recognize 
ts th, tng place. It is impor tially irres- 
oy ible, “Mterac ion eiria both Se e tae a saree 
Spy Vst he the process ends ee durability or 
Nay og , the “Movation without looking into action model is 
option, Secondly, She, Rectal~inber ter's real needs 
ther is little concern for the adop 


š 2 F be 
> Nor for the fact that the innovation might 
r harmful to him 
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i 
. ified. The mode 
(ii) Diagnosis comes before solutions are identified 

LE 

is hig 


, ; eful 
problem-solving, are able to bring a 
insights and reco » but they leave the system w at the 
capacity to fallow through than was there 
outset, 


(iv) The tmportanee o, 
ing of ‘innovations! 
tem, we are inclined 
Unsatisfactory 


eak” 
k In spss 
f internal resources is econ a sys 
as new ideas or artifacts brought a making 
to forget that most users are already 


F ly 8 
nd home-stored knowledge is pep p 
ore suitable for the solution o 
lem at hand than the imported knowledge will be.' [23] 


ş ument 
ge is the strongest. The basic arg 
against changes į 


ut” 
imported ae iT E 
P ; a 
own by chief administrators is th 
have a very weak $ . : 


rob” 


t the 
+ The user must not only aeee kal te 
i it as well. 'He is more 1 


ture on change to legitimize i 
of individuals who are 


: affected b 
making Process. The li 


; e on soc 
ccept lnnovati 


an n 
: more readily i¢ they pager net 
them, Perceive them as Televant ang have helped to pran pheme ogail 
the process is accelerated b; using gro 
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The fact that a group makes a decision or a commitment seems to 
cement the consensus more strongly in each member, while at the 
Same time the interaction among members improves communications 
or leads to greater interdependence in the system at large. One 
American study [23] reported that teachers' participation in the 
Policy-making process of the school led to less alienation, greater 
Sharing of ideas, possibly better teaching and possibly greater 
receptivity to change. Research in other social science fields also 
indicates that members who are socially integrated into peer group 
Structures — without being driven to conformism — are more inno- 
Vative, i.e., more receptive to new ideas. As a footnote, most of 
the literature involving teachers suggests that the innovators 
Operate neither alone nor in large groups, but in groups of two or 
three, generally in pairs having similar background and status. 

The techniques used by change agents within the user system 
vary from large-scale operations (conference, games, ad hoe task 
forces, personnel assessment programmes, demonstrations) to more, 
intensive group dynamics work akin to psychotherapy and counselling. 

S mentioned before, the objective is ordinarily twofold: to ee 
Cate or 'unlearn' the individual, and group attitudes which brought 
On the problems in the first place, and to ‘educate or add ri 
knowledge, skills, attitudes, practices. In most of the proce ae 
used, participants are put into free environments, often in rec u 
Sion, where they can experiment with new roles or relationships at 
Tisk-free controllable conditions. In these circumstances, ee 
“pants ‘Sead to be more open and direct with one another} Sd 

Scuss common problems in such a way as to nig anaes 
"isunderstandings, condemnation, prejudice or fa a z ith (ee 

tatus and rank are minimized. Members begin to relate © what 
Suspicion to one another and to the group Thei batio E ea people 
at increasing communication in free surrounding ae SA 

See one another more objectively and Te E S are ` 

e must point out once again, however, that a a f the patterns 
Such techniques in use or even conceivable, 1n view 0 


Soci i i lleagues or between mem- 
ee mete). intension mE oe tive hierarchy. Among 

5 of differant levels oi riate to education, three 
€ various interaction tec 


Mi 
aY be singled out [38]. 


to 


ted between co 
an administra 
hniques approp 
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(i) Team training. The members of a normal work group (for pare 
ple, the school director and his master teachers) meet for shape 
days, away from their offices and classrooms, with consultant he es 
They examine their own effectiveness as a problem-solving team, t 
role of each member in the group and how it affects the group and 
the person himself, and the operations of the group in relation 

to its organizational environment. Under these circumstances, the 
members usually improve their abilities to express feelings direct- 
ly and to listen to — and understand ~ one another, 
and the successful management of internal 
benefit. 


Communications 
conflicts generally 


isunderstood; it also puts 

ey can be dealt with, rather than, | 
“goating others or oneself. This 
Sly in improving teacher-adminis- 


entire adult personnel o 
identify problems, discu 


gets are then reviewed periodically 
communications, group 
In a variation on this 


+ The objective is to strengthen 

Problem-solving activity. 

model, the members actually carry out a 

complete with before and after testing and 
Such a project includes a feedback 


y of these techniques set off 
t among the participants. At first, members are 
defensive and formal Each person withdraws, and 
ir ull partici til he 
can be certain of his k pani eri 
of play sets in, As role- 

s - eness 
techniques are being used £ alee 


al comes to trust others 
82 


mi 


tion from them less; he becomes at the same 
ters into the spirit of the under- 
the direction of more interpersonal 
This shades into a shared senti- 


orps, as the members are 

esponsibilities are mean- 

f involvement or engage“ 

the group are inter- 
for example, as equal- 


between members), 


a aeee rejec 
takin ess self-critical and en 
ne Then, members move in 
aei ng, acceptance and intimacy- 

t of group identity oT esprit de c 


Conyi t 
fone that their relationships and T 
gful. Finally, there is 4 sentiment © 

systen. The norms of 


Mi . 
ae the goals of the 
Pes in the individual members; such norms, 
ion. ya authenticity Copents and eros. : = 
baits! innovativeness (favouring novelty and innovation), 
the ulness' (a higher output of work, energy» effort). In short, 
pe ioe changes reinforce both relationship changes and the 
iro ment of group protection which is so important during the 

cess of installing the innovation. 
AP ape the most ambitious undertaking which uses the problem- 
Edu, ing approach is the PED (Cooperative Project for 
apenas Development) » h ks behavioural scientists from a 
th er of urban universities with some 25 school systems throughout 
Si country. These change-agent teams hold seminars, lead task 
a ces and collaborate with schools in implementing innovations and 
Ge ene the skills of problem-solving among staff. At the same 
. me, assessment instruments and successful strategies are devised 


i 
n order better to monitor and accelerate the process of planned 


c ; paS 
hange in each of the participating schools. 
In all such operations, however, there is a suggestion of 507 


Cial engineering, i.e., the assumption that an external group de- 


moger in advance on the type and manner of reform needed’ inside the 
ducation system and innovation by means 


ó ds to install the 1 
f sophisticated manı dopters. The tar- 


on of the potential a 
Bet environment is analysed in terms of the probable responses to 
the proposed innovation, itable rewards and 
reinforcement patterns are planned t Although all 
Such behavioural designs assume that the staff must understand the 
innovation, its requirements and its relation to the objectives of 
the school, the actual Netrategy’ shows clearly that the school per- 
sonnel are regarded as passive rather than active instruments in 
their own restructuring- The steps of such a strategy » 48 defined 
by Rubin [48] are: (i) analysis of the jnnovation's requirements in 
training, materials and linkage to existing system (ii) initiation 
of motivating pressures through inducing dissatisfaction and illu- 
minating the rewards; (iii) initiation of the influence strategy; 


American CO 
which lin 
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E FE ee z r deto 
(iv) initiation of preparatory activities; (v) installing 
novation, etc. 


4. THE CHOICE OF MODELS OR STRATEGIES 


$ e 
Separately, each of these models illuminates one r a 
innovative process and suggests techniques for accelerating sae 
The research and development model concentrates on EE nae P ie 
the innovation, the problem-solving model on the dynamics 9 Eeton 
vidual adoption and the social interaction model on wide dif $ 0 
throughout an organization or an educational system. The RA A 
del shows us that we lack institutional structures for neari y 
and developing new ideas and materials; the problem-solving mo bier 
shows the lack of processes for implementing changes once they 
undertaken; the social interaction model shows that we have Tew ie 
vehicles for dissemination of an innovation to a larger public. 
date, none of the models is fully developed in practice; nor has 


any attempt been made to combine the three approaches into a 
general paradign. 


As one would expect, 
ways of organizing the in 
centralized research and 


others rely on semi-auton 
USA). 


different national systems have different 
movation process. Some operate by means ys 
diffusion bureaux (Poland, Norway, Franc 
omous research agencies (United Kingdom, 
all materials locally; other wage 

pment or practices from abroad to loca 
conditions. We can postul 


ate 
over and above those needed to ae Le 
h Putting new agents in the environment» 
will accelerate and sup. 


* sS* 
ervise the different phases of the proce 
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VII Evaluating innovations 


Until very recently, school systems have been neither equipped nor 
motivated to evaluate the outcomes of their teaching and learning 
activities. There is a tendency to assume that an innovation is 
good because it is new and if (a) it lasts, (b) it doesn't seem to 
be doing a poorer job than the practice which it replaced and (c) 
it doesn't disturb other activities in the school. 

These are, in fact, some of the most important criteria to be 
applied when we are appraising changes in education. They may not, 
however, be directly related to the quality, value or relevance of 
the innovation for increasing learning, which is presumably the 
Teason for which the innovation was introduced. School personnel 
are more preoccupied, it seems, with the feasibility of an inno- 
vation, in terms of probability of acceptance or potential disrup- 
tion of current work, than with its potential for improving ins- 
truction. The principle reason for this, as we have shown, is that 
the proposal involves new ways of acting and interacting, often on 
the classroom level, which most school personnel are slow to accept. 
Often, therefore, the project becomes a personal conflict between 
those who want to change others and the others who do not want to 
be changed, who resent initiatives from above and outside purporting 
to improve their manner of doing their work. Since, in education 


Systems, the effectiveness of new oF old practices are hard to judge 
ted objectives of the innovation 


Precisely, the quality or the sta e 0 
Soon become less important than its implantation. At the same time, 
the creators or chamipions of the change are convinced that the new 
Practice is better than the existing one and tend to assume that 


Systematic evaluation is not needed. , : : : 
_ The most precise manner of evaluating an innovation is by trying 
it out on an experimental basis and comparing the results with those 
Of a control group which is not using it. Experimental evaluation, 

Owever, is time-consuming and expensive and requires outside aid in 
design measurement and in assuring objectivity. Most schools systems 
are not willing to make the investment, which is often two or three 
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times the cost of introducing the innovation itself. Nor can they 
afford the luxury of controlled situations and measurable proce- 
dures for a long period of time where school children are concerned. 
Finally, they are often unwilling to risk failure in the eyes of 
external evaluators, who tend to come from -the university or the 
ministry itself. Unless these problems are ironed out in advance 
and unless evaluation funds are provided in the original plan, the 
system will use more intuitive methods for judging whether it should 
accept the change proposed or whether the innovation has been suc~ 
cessful, 

The second type of difficulty with experimental evaluation is 
the 'Hawthorne' or 'placebo! effect: the fact that the conditions 
surrounding an experiment tend to distort the results. All involved 
in the experiment will be aware that they are getting special atten” 
tion or will be working harder to make the trial a success. Children 
administrators will pay closer 
classroom arrangements will be 
o assess an innovation is when 
n the project can no longer call 
and enthusiasm [54]. 


e to do, feel or think which he 
eel or think before the chan hich he 
i ge or whic " 
naa oe less well. We must also be able to isolate or specify 
a H ayed by a new device as distinct from the influence © 
of Sa or classro child's emotional condition. And, 
x of effectiveness are required 1M» 


the most im 
The effects of new media, > 
revised teacher-train 


Student group work, new study methods» 
ly delayed for a numb 


ing Programmes, at 


t 
small aims' — 
ments in the speed or a 


compute, The problem he 


slight but precise improve” 
re is th hich students spell, an 
best pass this test in in eee oo irie i 
tions of existing ra lite He a miner a 
: Pract As a result, the tendency is to 


passte aa aking si a a T T der peck Sed 
during the first few month e E pe 
Beye } ; nths or years but are likely to have a sig- 
bane impact in the long run. It is often argued, in any event 
that if educational innovations are clearly radical, they will 
have objectives which conventional evaluative instruments are in- 
Capable of measuring. 
_ Here again, the basic question is one of goals. In an interest- 
ing international debate on the management of innovation []]], one 
Participant claimed that there was no correlation between the in- 
novativeness of an educational system and the level of achievement 
of its students. Both the United States and’ Sweden, with highly 
1 ranked well below the leaders in inter- 
hematics achievement. The Scandinavian 
al knowledge and mathematics skills 
dish system than were student deve- 
more critical awareness, greater 


innovative systems, stil 
Rational comparisons of mat 
Participant replied that factu 
Were less important in the Swe 


lopmental goals (less conformity, 
adaptiveness, and creativity), and that innovations were directed 


to these objectives in particular. The secretariat found it diffi- 
cult to frame a list of objectives which would all be considered 
as acceptable, sufficiently precise or even innovative in charac- 


ter, 


In practical terms, 
quality of the innovation 


t measurement is not the 
lity. If the proposed pro- 
an be said to 


the most frequen 
put its durabi 


Ject is rejected or discontinu ed, the innovation c 
have failed. We have already outlined a number of possible rea- 
practices and values, 


th receivers' current 


insufficient training for adopters, lack of 
deficiencies in the innovation it- 


Sons: incongruence Wi 
i A 
nadequate planning, 


Commitment, lack of resources, i 
Self, lack of follow-up mechanisms, replacement by a superior 


innovation. There also appear to be a number of cases where a 
Change is rejected or discontinued for a while and then adopted 


Or readopted later. 
_ In assessing the ov 
Original objectives set 


tcome of an innovation in terms of the 
for it, we should take account of the au- 
thenticity of the innovation — whether the project has in fact 
een amended or otherwise modified. It can be determined fairly 
Soon whether all the components of the innovation have actually 
been added to the system and whether the new practice is in use 
ln the classroom. Brickell [7] distinguishes between ‘components 
(structural changes) and 'processes' (activities intended to 
When the chief components 


follow from the structural changes). 
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i i hoped-for 

eople, and is the case in instructional systems, — ge 

mer i ot team each; 
: the team teachers may n 3 

ess may not occur ESA 
AE ies sets may not be turned on; the nor ame pa oes 
be assigned to the entire class a Page at a time 171. oe oe 
national report on educational technology in the Unite eae Ge 
vealed that, although instructional films have been in s 


i i five 
over 30 years, the average use of these films is lower than 
films per teacher per year. 


is whether the system kas changed 
y. Is the new curriculum in pr 
subject content that a e 
terials and called for in stud A 
'Are the actual classroom operatio 
to day ... [similar to] ENRE im 
ion is being used g ae 
y represent an intelligent tai ye 
needs, as by adjusting the pace 
ildren? Or do they represent .-- 
misunderstanding of the original, or incomplete adoption' [7] by 
S relates to the changes jem nc 
the innovation on t ing school system. Are the deman 
great that the servicing of nt 
Practices elsewhere or Sacer 
Practice involve new rules ee 
S, new staffing arrangements) © 
ol at large? Are teachers cle 


It may be that 
ther the innovatio 


effects. We get th 
list of 'i 


(i) use of the innovation to accompli 
originally envisaged; 


(Gii) improved attitudes or skills of the innovating group members 
which may affect their later innovativeness; 


(iv) spread or diffusion of the innovation to other systems; 


(v) stimulation of innovation in similar areas of school practices 


(vi) promotion or advancement of practitioners who have backed 
the innovation. 


ated in terms of the traits 


school systems can be evalu 
examined 


Finally, 

and functions which characterize innovative institutions, 
in Chapter V. The assumption would be that school systems with goal 
focus, adequacy of communication, power equalization, cohesiveness 
ete, would make more frequent and more effective changes — that 
they would set up experimental units, conduct research, invest in 
Personnel development programmes, keep in contact with professional 
and community agencies. Similarly, such systems would presumably 
have a greater number of innovative people, those characterized 

by what Harvey called a high degree of ‘abstractness' and clinically 
described as emancipated, liberal, non-authoritarian, open to new 
ideas, experienced and self-actualized. 
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| 
| VIII Summary and conclusions 


system has been undergoing constant 
begun to study the anatomy of the 
w of these changes seem to have been 
dict or control the consequences of 
ew method of reading. In general, 


Although education as a social 
change, we have only recently 
Process in a systematic way. Fe 
Planned in enough detail to pre 


a new piece of legislation or an 
we have tried to reconstruct the process after the event in order 


to make fewer errors on the next occasion. Only when the need for 
major reform in education has been recognized we can look more 
Closely at the elements which aid or hinder the enactment of change 
and plan the process in such a way that the changes made are du- 
rable, measurable and similar to the original version of the 


_ innovation, 
To conceive of change in educatio 


n as a sort of social techno- 
logy is, however, impractical in present conditions. Even in pe- 
tiods of accelerated social change, schools change very slowly and 
often require a great deal of pressure from outside to modify exist- 
ing practices. Society has, in fact, created such institutions as 
Schools in order to ensure social continuity, and has hired pro- 

ls tend to resist nov- 


fessionals to work in them. These professiona 
elty more subbornly and initiate new methods or practices less fre- 


quently than professionals in other sectors. Reforms are also inhib- 
ited by the absence of persons with the role of "change agent’ and 
of information about new possibilities. School goals are multiple 
and often contradictory. Schools have few resources for trying out 
New methods and provide no rewards for staff who innovate. It is 
difficult to prove that one teaching or learning method is better 
than another or to publicize malpractices; hence there is little 


impetus to reform. 
Educational inn 
Studied at several levels: 


Changed or changing others, 


munity level and in the wider environment i 
onflict with existing values. 


are acceptable while others c 
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ovation is a complex subject because it must be 
at the level of the individuals being 

at the institutional level, at the com- 
n which some innovations 


Innovations are rarely installed on their merits. The main factor 
appears to be the relative importance attached to the anticipated 
advantages and threats of the change in the eyes of the persons 
affected. In education, change seldom involves physical objects but 
rather persons, who are called upon to alter their way of looking 
at things and their habits of dealing with children and with other 
adults. Such change is very slow, and if pressed too strongly, it 
usually builds up still greater opposition. In particular, teachers 
tend to resist any change which leaves them with less control over 
their classrooms, 

The attitudes and behaviour of teachers and administrators ans 
functions both of their personalities and the institutions in which 
they work. Most organizations are designed for stability rather 
than change, and they seldom have mechanisms for changing them- 
selves from within. Schools also reflect the concepts and values of 
their surrounding communities, and so can only try out new practices 
which have been fully accepted by most parents and legislators. 
Democratic relations between teacher and pupil, for example, are 


not already practised between parents and their children or between 
employers and employees, 


Innovations are gen 
by individuals with a n 
confidence, willingness 


: Innovative institutions also 


They generally enjoy greater fima 


Da actices more often and to be more 
sensitive to new developments in research and policy. In partic" 

ire 
urces over and above those requir 
ng knowledge of new concepts OF 


1af! 


to gaini 
m out, 


positive factors would include: proven quality, low cost, divi- 
sibility into parts, ease of communicability, low complexity, 
strong leadership or sponsorship, a favourable rather than neutral 
or inhibiting school or institutional environment, compatibility 
with the value and existing practices of adopters, effective mix- 
ture of rewards and punishments, readiness for change in the target 
system or group and the appropriateness of the proposed change to 
the surrounding community. 

Studies of how educational changes take place in various settings 
have produced three paradigms. The ‘research and development’ model 
proceeds from theory to practice: innovations are conceived, initi- 
ated, incorporated and evaluated as part of an elaborate design 
supervised by a central planning agency. The "social interaction’ 
model follows the diffusion of the innovation among the members of 


and the 'problem solving' model interprets 
All three 


but in 


a group or institution, 
change from the point of view of the individual adopter. 
processes are at work to some degree in any innovation, 
particular national or local systems emphasize one another in their 
efforts to accelerate the passage from decision to application. 
Similarly, authorities use different techniques for implement- 
ing change. The strategy, generally used reflects the relationship 
between senior administrators and local teachers. In highly de- 
centralized systems greater initiative is left to individuals to 
accept, refuse or modify the proposed changes. The major factor 
is less the authority of the person advocating the reform than the 
rationality and acceptability of the innovation itself. As a result, 
changes take longer but tend to be more durable. In highly central- 
ized systems, innovations are enforced more often through a hier- 
archical chain of command, with psychological and economic sanctions 


against those who resist. Such reforms are applied more rapidly 
but they are seldom internalized by 


throughout the entire system, y 
the adopters unless they are practised long enough to change habits 
The paradox, then, in managing change 


and patterns of behaviour. , 
is that by involving the adopter, we are obliged to slow down or 
tuation which most technical 


modify the original project —a si 1 
experts, planners or senior administrators find unacceptable. When, 
however, a given change is at odds with the existing values and 
Past experiences of the adopters, or is not in keeping with the 
structural properties of the receiving institution, it has little 
chance of success. Herein lies the crucial difference between 
changing things and changing persons, not to mention the inadvis- 
ability of using the same procedures for both. 
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Questionnaire 


To develop the sertes further, it would be helpful if readers could 
record their impressions and inform the IBE. (Please write ‘yes! 

or 'no' in the space following each question. Further corments may 
be written on the back of this sheet.) 


1. 


Please indicate your name and address 
to: the International Bureau of Educat 
Geneva 14, Switzerland or, 
Office for Education (i.e. Bankok, Dakar or 


Do you find the author's analysis useful for your own 
work? in particular, is it: 

- an adequate survey of the field? 

- a basis for further discussion and study? 

- too abstract to’ be useful? 


With regard to the sources cited, could you indicate any 
recent documents of a similar type which have been overlooked? 


the person or institution abl 
about the project. 


and return this 


ion, Palais Wils 
when applicable, 


questionnaire 
on, 121] 


Form No. 3. 
PSY, RES.L-1 


Bureau of Educational & Psychological 
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ee 


The book is to be returned within 
the date stamped last. 


